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BOvSTON  MUNICIPAL  RESEARCH  BUREAU 
One  Court  Street, 

Boston,  Mass. 


December  17,  1934. 


Honorable  Frederick  W.  Mansfield, 

Mayor  of  the  City  of  Boston, 

City  Hall,  Boston,  Mass. 

Dear  Mr,  Mayor: 

On  behalf  of  the  Boston  Municipal  Research  Bureau,  there  is  sub- 
mitted herewith  a memorandum  discussing  economies  in  the  Boston  Fire  Depart- 
ment. In  order  to  facilitate  your  consideration  of  the  subject,  relevant 
documents  arc  included  v;ith  the  memorandum. 

The  Research  Bureau  makes  the  following  recommendations; 

(1)  That  the  suggestions  of  the  National  Board  of  Fire  Under- 
writers for  the  elimination  of  six  fire  companies  (one  ladder, 
tvio  engine  and  three  rescue  companies)  be  given  effect  in  the 
1935  city  budget.  This  action  would  be  thoroughly  justified 

in  the  light  of  facts  brought  out  by  both  the  National  Board 
and  the  Research  Bureau. 

In  contrast  vdth  the  Fire  Commissioner's  indication 
that  these  changes  are  too  expensive  to  be  considered  by  tlie 
City  at  this  tine,  the  small  annual  cost  of  such  changes  should 
bo  greatly  exceeded  by  the  resultant  savings. 

(2)  Tiiat  the  following  questions  be  referred  to  the  National 
Board  for  study  and  report: 

The  advisability  of  eliminating  four  additional  com- 
panies (2  ladder  and  2 engine  companies)  in  tho  event  that 
im.proved  arrangem.cnts  are  made  for  emergency  use  of  off- 
shift  man-power  and  mutual  aid. 

Tlic  elimination  ■)f  excess  personnel  beyond  standard 
corapanj’"  strength,  as  rocoroiaended  in  a Bureau  report  of 
August  24,  1934.  'Iliis  report  has  not  yet  been  officially 
referred  to  tLe  National  Board. 

Very  truly  yours, 

H.  C.  Loeffler, 

Secretary 
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REDUCING  BOSTON'S  FIRE  DEPARTMENT  COSTS 


PART  ONE 

SmWiAKI  OF  REPORTS  ON  ECONOMIES  IN  THE  DEPARTMENT 

The  following  text  reviews  briefly  in  the  order  indicated;  (l)  A 
Research  Bureau  report,  dated  June  2,  1934,  (2)  A Research  Bureau  report,  dated 
August  24,  1934,  (3)  A report  by  the  National  Board  of  Fire  Underwriters,  dated 
November  2,  1934,  (4)  A comparison  of  economies  suggested  by  the  June  report  of 
the  Bureau,  and  that  of  the  National  Board,  and  (5)  The  objections  of  the  Fire 
Commissioner  of  Boston, 

1.  Burce.u  Report  of  June  2,  1954 

The  Boston  Municipal  Research  Bureau  in  a report  to  the  Mayor  and  City 
Council  on  Juno  2,  1934  showed  the  cost  and  personnel  of  Boston's  Fire  Department 
tu  bo  excessive  in  comparison  v/ith  all  other  American  cities  over  500,000  in  popula- 
tion. A major  cause  of  this  high  cost  y/as  found  to  be  the  maintenance  of  an  un- 
reasonably high  number  of  engine  and  ladder  companies  (84),  as  evidenced  by  a 
study  of  fire  company  distribution  in  the  City. 

As  a partial  and  conservative  adjustment,  the  report  urged  the  elimina- 
tion of  four  engine  companiesnnd  two  ladder  companies,  mailing  possible  the  closing 
of  four  stations  and  a cut  in  department  personnel  of  about  eighty-seven  men.  The 
retirement  of  super-annuated  or  physically  incompetent  employees  and  the  discharge 
of  last-minute  appointees  of  the  former  Mayor,  v/ere  suggested  as  means  to  accomplish 
the  reduction  in  employees.  The  annual  economies  anticipated  from  these  changes 
v/ere  about  *160,000,  (equivalent  to  about  ^185,000  v/hen  the  general  pay  cut  is 
discontinued) . Since  no  reserves  have  been  set  up  for  fire  pensions  falling  out- 
side the  Boston  Retirement  System,  pension  costs  vrould  reduce  this  saving  betvveen 
30p  and  40%  in  its  net  effect  ■ on  the  city  budget. 

Ah  important  consideration  governing  these  reconimendations  was  that  of 
the  standards  of  company  distribution  established  by  the  National  Board  of  Fire 
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Underv.Titcrs.  Those  standards  require  the  location  of  a company  within  certain 
stfir.dard  distances  of  every  point  in  the  City.  After  eliminating  the  six  compan- 
ies suggested,  the  following  multiple  protection  under  those  standards  v;ould 
still  be  available  from  other  companies  for  the  individual  areas  involved: 


Percentages  of  Areas  Still  Protected  By: 


Company  to  be 

1 or  more 

2 or  more 

3 or  more 

4 or  nu 

Eliminated 

Ccmmanics 

Commanies 

Conuanies 

Comip 

Engine  Co.  //13 

100% 

74% 

21% 

2% 

Engine  Co . #16 

100% 

90% 

35% 

1% 

Engine  Co.  7#55 

100% 

100% 

98% 

77% 

Engine  Co,  #38 

100% 

81% 

64% 

38% 

Ladder  Co,  # 3 

100% 

97% 

60% 

28% 

Ladder  Go . #12 

100% 

72% 

28% 

4% 

”If  the  six  companies  tabulated  above  are  eliminated  no  area 
v;ould  have  less,  than  the  distribution  of  companies  required  by  the  Nation- 
al Board;  from  to  100%  of  the  individual  areas  v/ould  still  be  protect- 
ed by  tvjo  or  more  nearby  companies,  and  considerable  proportions  of  the 
individual  areas  would  be  protected  by  from  three  to  eight  other  companies.” 

The  matter  of  conflagration  risk  was  considered  in  formulating  the  re- 

comr.iendations  'with  the  resultant  conclusion  that: 

"The  proposed  station  closings  and  company  eliminations  have 
little  bearing  on  available  protection  in  case  of  conflagration.  In 
that  event  the  important  consideration  is  the  adequacy  of  the  City’s 
complete  fire-fighting  facilities,  if  necessary  including  off-shift  man 
power  and  reserve  equipment.  In  addition,  119  engine  and  ladder  compan- 
ies are  available  in  15  of  the  nearby  cities  in  the  metropolitan  -area  to 
supplement  Boston’s  84  companies  in  case  of  conflagration." 

2.  Bureau  Report  of  Auj?ust  24.  1954 
At  tlie  time  of  the  submission  of  the  question  of  Fire  Department  econ- 
omies to  the  National  Board  the  Mayor  and  Finance  Commission,  a supplementary 
memorandum  was  issued  by  tlie  Bureau.  This  tentative  neraorandun  (included  in  full 
as  Appendix  E,  page  XIV)  showed  the  existence  of  overmanning  in  the  present  com- 
panies to  the  extent  of  about  one  hundred  non.  Personnel  reductions  v/ere  recom- 
mended to  this  extent,  to  be  accomplished  by  the  same  moans  as  suggested  in  the 
June  report.  With  such  a reduction  the  Department  v/ould  still  comply  with  Nation- 
al Board  standards  for  company  manning,  and  fully  adequate  man  power  would  remain 
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The  economies  recoimn ended  in  this  report  v;ere  based  on  standard  com- 
pany strengths,  and  vrould  be  additional  to  those  of  the  June  report,  v/bioh  re- 
commended company  eliminations. 

5.  National  Board  Renort  of  November  2,  1954 

The  report  of  the  National  Board  of  Fire  Undcrv/riters,  dated  November 
2,  lSb4,  considered  the  June  recommendations  of  the  Bureau  and  the  general  ques- 
tion of  providing  adequate  fire  protection  at  a lov/er  cost.  Although  a copy  of 
the  Bureau's  August  report  v/as  made  available  to  the  National  Board  it  v;as  appar 
ently  not  considered,  perhaps  because  of  lack  of  official  reference. 

The  National  Board  report  (included  in  full  as  Appendix  F,  page  XVIII) 
was  divided  into  two  main  sections,  the  first  of  which  was  devoted  to  a general 
discussion  of  the  necessity  for  m.aintaining  sufficient  companies  to  handle  simul- 
taneous large  fires.  The  second  sootion,  under  the  heading  "Conclusions",  made 
three  specific  suggestions  for  changes  "?;hereby  adequate  protection  can  be  furn- 
ished at  less  cost  than  at  present." 

These  suggestions  were:  (l)  The  elimination  of  Ladder  Company  31  (if  a 
new  station  is  erected  for  Engine  Compun^'  8 and  Ladder  Company  l) ; (2)  The  elimin 
ation  of  two  engine  companies  (upon  the  equipment  and  training  of  four  ladder 
companies  to  fight  fires  in  case  of  emergency);  and  (3)  The  elimination  of  three 
rescue  companies  (contingent  on  training  ladder  companies  in  rescue  v/ork) . 

4.  Economies  Suggested  in  the  June  (Bureau) 
and  November  (National  Board)  Reports 
below 

Comparison  is  made/ of  the  suggested  economies  in  the  June  report  of 
the  Bureau  and  the  November  report  of  the  National  Board.  Since  the  National 
Board  neither  specifies  the  engine  companies  which  can  be  eliminated  nor  stations 
v.'hich  can  be  abandoned  (lca\dng  these  details  to  the  discretion  of  Boston's  Fire 
Department),  definite  comparison  of  the  two  plans  is  difficult  in  some  respects. 
The  following,  ho'wever,  represents  the  Bureau's  estimates  of  economies  feasible 
under  the  two  sets  of  suggestions. 
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Fngine  Company  Eliminations 
Ladder  Company  Eliminations 
Rescue  Company  Eliminations 
TOTiiL 

Station  Closings 

Estimated  Personnel  Eliminations 
ESTIMATED  ANNUIJ,  ECONOMIES 
ESTIMATED  ANNU.uL  ECONOMIES  WHEN 
GENERAL  PAY  CUT  IS  DISCONTINUED 


Bureau 

Recommendations 

4 (,fl3,16,35  & 38) 
2 (#3  & 12) 

0 

6 

4 

87 

^$160,000 

|pl85,000 


Effect  of  Nat'l. 
Bd.  ’’Conclusions'' 

2 (Not  specified) 

1 (#31) 

3 
6 

2 (3  less  1 new) 
80 

$130,000 

$150,000 


Pensions  for  Fire  eraployees  under  the  Retirement  System  would  be  j>aid 
from  established  reserves.  Other  employee's  eliminated  would  be  entitled  under 
certain  service  conditions  to  half-pay  pensions  payable  under  the  city  budget,  no 
reserves  for  their  retirement  having  been  established.  Making  no  allowance  for 
normal  retirements,  pension  costs  would  reduce  the  buffget  savings  between  30^ 
and  40^  belov;  tlie  figures  indicated  above  depending  on  the  particular  employees 
eliminated.  Taking  this  into  account,  the  savings  of  $185,000  from  Bureau  re- 
commendations \/ould  be  reduced  to  about  $120,000  at  first  and  lesser  amounts  there 
after,  and  the  savings  of  $150,000  from  National  Board  suggestions  vrould  be  simi- 
larly reduced  to  about  $85,000.  Tlae  combined  net  savings,  if  both  sets  of  sugges- 

r 

tions  are  accepted,  v;ould  be  about  $170,000  annually 'after  allowing  for  certain 
duplications  in  the  reports,  and  after  pension  costs  have  been  net. 

5.  Ob.jections  by  Boston*  s Fire  Comjnissioner 
Boston's  Fire  Commissioner  has  opposed  the  Bureau's  recommendations 
of  June  2,  1934  and  has  advised  against  carrying  out  the  National  Board  sugges- 
tions of  November  2,  1954  at  this  time. 

The  Commissioner's  first  letter  to  the  Mayor  in  this  regard  (Appendix  A 
page  I)  emphasized  the  "unique"  structural  and  special  conditions  in  Boston  v/hich, 
he  stated,  na.de  corm.any  eliminations  inadvisable,  A Bureau  reply  to  his  state- 
ment (Appendix  B,  page  VIII)  showed  that  with  full  consideration  of  these  condi- 
tions, ample  p.rotection  would  still  remain  upon  the  elimination  of  the  six  compan- 
ies in  question. 
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The  Commissioner's  second  letter  (Appendix  G,  page  XXII)  refers  to  the 
recent  report  of  the  National  Board  VThich  suggests  the  elimination  of  six  compan- 
ies on  certain  conditions  (see  page  3).  The  letter  gives  little  attention  to  the 
sp  '.cific  suggestions  of  the  National  Board,  being  chiefly  concerned  with  a reiter- 
ation of  the  structural  and  special  conditions  in  Boston.  The  only  portion  of 
the  statement  specifically  addressed  to  those  suggestions  is  the  follov/ing: 

"These  recommendations,  such  as  the  erection  of  a new  fire  sta- 
tion near  the  Boston  entrance  to  the  Sumner  Tunnel,  the  relocation  of 
other  fire  stations  and  the  addition  of  a certain  amount  of  equipment, 
v;ill  require  the  expenditure  of  a considerable  amount  of  money  and,  in 
my  opinion,  will  have  to  wait  until  financial  conditions  improve  before 
the  City  of  Boston  can  assume  the  burden." 

As  indicated  previously  the  National  Board  recommendations  for  six 
company  eliminations  would  save  the  City  approximately  $85,000  a year  after  allow- 
ing for  pensions.  The  only  sizeable  expenses  involved  in  the  recommendations 
v;ould  be  that  of  debt  costs  for  a new  station  and  some  now  rescue  equipment. 

These  costs  should  not  run  more  than  $25,000  annually  at  first  and  lesser  amounts 
thereafter.  Hence  the  present  financial  conditions  are  an  argument  for,  rather 
than  against,  acceptance  of  the  Board's  suggestions.  In  the  words  of  the  National 
Board,  these  changes  are  "means  by  which  adequate  protection  can  be  furnished  at 


less  cost," 
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PART  ™ 

DISCUSSION  OF  BUREAU  .\ND  NATIOMi\L  BOARD  REPORTS 

The  recommendations  of  both  the  June  report  of  the  Bureau  and  that  of 
the  National  Board  are  confined  to  the  elimination  of  least  essential  fire  compan- 
ies. The  second  report  of  the  Bureau  dated  August  24,  19.54,  deals  with  a.  .different 
question,  namely  tiiat  of  constructive  economy  through  the  elimination  of  excess 
personnel  above  standard  company  strength. 

As  noted  elsex?here,  no  action  has  been  taken  either  by  City  officials 
or  the  National  Board  on  this  last  report.  Since  this  report  offers  important 
additional  means  of  reducing  the  Department's  excessive  costs  while  leaving  fully 
adequate  protection,  it  should  be  officicilly  referred  to  the  National  Board  for 
study  and  report. 

The  follovdng  discussion  covers  National  Board  suggestions  that  one 
ladder,  two  engine  and  three  rescue  companies  be  eliminated;  and  June  recommenda- 
tions of  the  Research  Bureau  for  the  elimination  of  two  additional  ladder  compan- 
ies, and  two  additional  engine  companies  v/hich  have  not  been  favored  in  the 
National  Board  report. 

The  Elimination  of  Least  Essential  Ladder  Conuanies 
Ladder  Company  f^Sl.  The  ladder  company  elimination  suggested  by  the 
National  Board  is  tlaat  of  Ladder  Company  //31  (Saratoga  Street)  in  East  Boston. 
llTis  suggestion  is  made  contingent  on  the  completion  of  a new  station  "near  the 
entrance  to  the  Tunnel  to  East  Boston,"  to  house  Engine  Company  //8  (Salem  Street) 
and  Ladder  Company  #1  (Boi^doin  Square) . 

The  openj.ng  of  the  Simmer  Tunnel  on  June  30,  1934  greatly  increased  the 
availability  of  equipment  in  downtown  Boston  for  fighting  fires  in  East  Boston. 

'Eno  construction  of  the  proposed  new  station  near  the  Tunnel  entrance  v/ould  further 
improve  such  access.  Eence  the  elimination  of  one  of  the  three  ladder  companies 
located  in  East>  Boston  v;ould  now  be  thoroughly  justified  apart  from  the  two  ladder 
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company  elininations  previously  suggested  by  the  Bureau  in  other  portions  of  the 
City. 


If  the  construction  and  financing  of  a new  station  and  the  elimination 
of  Ladder  Compny  //31  are  planned  so  as  to  effect  a net  annual  economy,  the  sugges- 
tion merits  early  adoration.  Building  the  new  station  on  a modest  scale,  the  use 
of  city-owned  land  if  feasible,  and  the  securing  of  Federal  aid  for  the  project 
through  P.W.A.  or  E*R.A.  grants  are  possibilities  for  carrying  out  ’this  plan. 

Ladder  Comranies  #3  and  //12.  The  National  Board  report  nov/here  spec- 
ifically treats  Bureau  recommendations  for  the  elimination  of  Ladder  Companies 
(Harrison  Ave.  and  Bristol  St.)  and  #12  (Tremont  Street,  Roxbury) . These  recom- 
mendations are  discussed  as  follows; 

"Those  conversant  vdth  conditions  in  Boston  have  ever  felt  the 
need  of  quick  response  of  ladder  tnicks  in  all  parts  of  the  City,  to  re- 
duce the  life  hazard  from  fire.  This  has  resulted  in  a proportionately 

greater  nuraber  of  ladder  companies  than  in  other  cities Life  safety, 

in  the  opinion  of  those  responsible  for  it,  requires  a large  number  of 
ladder  companies,  as  quickness  of  response  is  a vital  factor;  therefore 
it  would  be  unv.dse  to  reduce  the  nuraber  of  companies  equipped  to  do  ladder 
service."  (See  Appendix  F,  page  XX) 

No  independent  judgment  of  the  adequacy  of  tbie  present  nuraber  of  ladder 
companies  is  expressed  by  the  National  Board  in  the  report  which  rests  its  dis- 
cussion of  the  subject  on  the  opinion  of  persons  "conversant  vdth  present  condi- 
tions" and  "responsible  for"  life  safety. 

On  the  other  hand,  the  Research  Bureau's  report  of  June  2 demonstrates 
that  Boston  nov;  has  ladder  companies  far  in  excess  of  the  National  Board's  standard. 
This  excess  of  such  companies  is  particularly  evident  in  the  cases  of  the  areas 
around  Ladder  Companies  #3  and  12.  As  stated  in  that  Bureau  report: 

"Fully  adequate  coverage  v;ould  be  maintained  in  the  standard 
area  of  coverage  of  Ladder  Comparer  #3  even  if  tliat  company  and  Ladder  Com- 
pany #12  were  eliminated. .. .100%  of  the  region  of  standard  coverage  of 
Company  #3  v/ould  still  be  within  a mile  by  street  distance  of  one  or  more 
(ladder)  companies;  97%  of  the  area  would  be  v/ithin  that  distance  of  two 
or  more  companies;  60%  vdthln  that  distance  of  tlirce  or  more  companies; 
and  28%  v;ithin  that  distance  of  from  four  to  six  companies." 
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Fully  adequate  coverage  would  also  bo  maintained  in  the  standard  area 
of  coverage  of  Ladder  Company  #12  if  that  company  and  Ladder  Company  #3  were 
eliminated  since 

"100^  of  the*  area  would  be  rritliin  one  mile  by  street  distance  of  one  or 
more  ladder  companiesj  1Z%  within  that  distance  of  two  or  mox'*e  ccnjxanics, 

28%  vduhin  that  distance  of  tliree  or  more  companies;  and  4%  within  'bhair 
distance  of  four  companies." 

The  opinion  of  loCcal  authorities  quoted  by  the  National  Board  as 
favoring  an  unusually  large  number  of  ladder  companies  in  the  interests  of  quick 
response  can  hardly  apply  in  these  tv/o  cases.  The  facts  presented  by  the  Bureau 
indicate  that  the  elimination  of  the  two  companies  v;ould  leave  fully  adequate 
facilities  for  such  response.  Since  the  National  Board’s  standards  are  so  far 
exceeded  without  the  companiep  in  question,  it  is  recommended  that  further  con- 
sideration of  the  question  be  requested  of  the  National  Board. 

Tlie  Elimination  of  Least  Essential  Engine  Companies 
Engine  Companies  #15  and  #16.  Elimination  of  Engine  Companies  #13 
(Cabot  Street,  Roxbury)  and  #16  (River  St.,  Dorchester)  hac  been  recommended  by 
the  Bureau.  The  National  Board  has  suggested  the  elimination  of  two  engine  com- 
panies if  fire-fighting  equipment  and  training  is  given  four  ladder  companies. 

Vihile  the  Board  docs  not  specify  the  companies  which  should  be  eliminated,  such 
elimination  might  w'ell  affect  Companies  #13  and  #16. 

Elimination  of  these  companies  is,  in  the  opinion  of  the  Bureau,  fully 
justified  even  without  such  an  arrangement.  With  such  an  arrangement  there  should 
be  no  reasonable  doubt  as  to  the  advisability  of  the  step.  The  change  should  en- 
tail little,  if  any,  additional  cost  for  1 cnriijanies  and  would  rcsiilt  in  a 

more  flexible  fire-fighting  force,  better  equipped  to  meet  emergency  conditions. 
Engine  Companies  #55  and  #58.  Elimination  of  Engine  Companies  #35 
(Broadv/ay,  South  End)  and  #38  (Congress  St.,  South  Boston)  has  also  been  recommend- 
ed by  the  Bureau.  FJhile  the  National  Board  report  does  not  specifically  mention 
these  two  companies,  it  apparently  favors  the  elimination  of  only  two  engine  com- 
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panies,  as  'iiscussed  above,  in  its  statement  that, 

"The  probability  of  two  or  more  serious  fires  and  of  a imalti- 
plicity  of  additional  alarms,  i7hen  viewed  in  the  light  of  topographic  con- 
ditions and  congGstiori  of  values,  indicates  that  the  present  number  cf 
engine  companies  should  be  naintained  except  as  noted."  (Subsequent 
notations  suggest  the  elimination  of  two  companies  on  the  conditions 
discussed  above) . 

The  large  number  of  engine  companies  concentrated  in  the  regions 
surrounding  Engine  Companies  #35  and  #38  is  shown  by  the  extent  of  the  i'cllovn.ng 
over-lapping  coverage  under  National  Board  standards  v;hich  would  still  obtain  in 
the  event  of  the  elimination  of  those  companies.  As  stated  in  the  June  report  of 
the  Bureau: 

"After  the  elimination  of  these  Companies  (#35  and  #38) , 100^ 
of  the  region  (standard  coverage  for  Company  #35)  woiild  still  be  within 
three-fourths  of  a mile  from  tv/o  or  more  (engine)  companies  by  street  dis- 
tance; 98^  of  the  area  would  be  within  tliat  distance  of  three  or  more  com- 
panies; and  11%  wdthin  that  st?.ndard  distance  of  from  four  to  eight 
companies, 

"’without  both  of  these  Companies  (#35  and  #38)  100^  of  the 
region(  standard  coverage  for  Company  #38)  would  be  v/itliin  three- fourths 
of  a mile  of  one  or  more  engine  companies  by  street  distance;  81^  of 
the  region  v;ould  be  within  that  distance  of  two  or  more  compa.nies;  64/S 
within  that  distance  of  ‘three  or  more  companies;  and  38^  within  that 
distance  of  from  four  to  six  companies." 

Since  each  of  the  companies  in  question  is  housed  in  "trdn"  stations 
with  another  engine  comqoany,  ‘blic  matter  cf  location  for  first-alarm  response  is 
a minor  element  in  the  proposed  eliminations.  The  extensive  over-lapping  of  cover- 
age shovm  above  demonstrates  that  adequate  response  to  any  ordinary  large  fires 
would  be  provided. 

The  question  rem*aining,  then,  is  that  cf  an  ade]uate  volume  of  protec- 
tion in  the  general  region  and  the  City  for  simultaneous  largo  fires  under  emer- 
gency conditions.  On  this  question  tlie  National  Board  opposes  any  eliminations 
beyond  the  tv/o  it; suggests. 

The  Research  Bureau  believes  that  any  reasonable  doubt  by  the  Board  in 
this  regard  would  be  dispelled  by  the  adoption  of  the  fcllcvdng  suggestions:  (l) 

An  extension  of  ‘the  Board's  recommendation  for  placing  engine  equipment  ¥/ith  and 
' /Ing  engine  company  training  to  some  ladder  companies;  (2)  Adequate  arrangements 
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for  the  use  of  off-shift  rren  in  case  of  emergency  (see  page  14) , and  (5)  The 
establishment  of  adequate  mutu-al-aid  arranguraents  with  nearby  cities  and 
(see  page  14) . 

With  progress  along  these  lines  there  should  be  adequate  protection 
in  the  event  of  siinultaneous  large  fires  even  though  Engine  Companies  ?f55  ari  i!'5Q 
:\re  eliminated.  It  is  therefore  recommended  that  the  opinion  of  the  Board  be 
asked  as  to  the  advisability  of  tlie  elimination  of  these  two  companies  if  the 
three  suggestions  listed  above  are  put  in  force  by  the  City. 

Rescue  Company  Eliminations 

The  report  of  tlie  National  Board  of  Fire  Underv.rriters  suggests  the 
elimination  of  Boston's  throe  special  rescue  companies  and  the  training  of  ladder 
companies  in  rescue  work.  The  suggestion  appears  sound  and  would  result  in  a 
large  number  of  men  being  trained  in  general  rescue  work,  as  contrasted  with  only 
three  specialized  units,  all  quite  centrally  located  (Broadway,  So.  End;  Dudley 
Gt.,  Rox.;  and  Bow'doin  Sq.).  In  the  viovds  of  the  National  Board  report; 

"Another  function  7>hich  some  of  the  ladder  companies  might  v;ell 
perform  is  that  now  cared  for  by  the  rescue  companies.  If  a suitable  number 
of  the  ladder  companies  arc  i>roperly  equipped  and  trained  they  v;ill  be  able 
to  render  at  least  as  good  service  as  is  nov/  provided  by  tlie  separate  rescue 
companies,  which  may  then  be  discontinued."  (See  Appendix  F,  page  XXI). 

The  sane  personnel  reduction  is  recommended  in  the  Bureau  report  of 
last  August,  altlicugh  the  means  of  accomplishing  it  are  slightly  different.  In 
this  case  the  continuance  of  the  three  rescue  companies  was  contemplated,  but  in 
accordance  v.dth  National  Board  standards  their  personnel  vras  regarded  as  taken 
from  regular  engine  companies,  since  they  arc  available  for  fire-fighting  at  the 

fires  to  \'7hich  they  respond.  Personnel  eliminations  equal  to  the  number  of  men  on 

/ 

rescue  coimpanics  were  therefore  rccoimaondcd. 

If  City  officials  desire  to  maintain  the  three  special  rescue  companies 
they  may  do  so  and  reduce  engine  company  manning  accordingly,  as  the  National  Board 
allows.  Wliether  rescue  work  is  carried  on  by  (in  effect)  engine  company  personnel, 
or  as  suggested  in  the  November  report  of  the  National  Board,  by  ladder  company 


■ I •'  I 


hJT  Of ^ i4n  m/fc 

•r  ' i^  i4ii  »U 


mtf 


< ' ?e:^. 

■ -5^ 


■^'.  ri: 


M 


. . 'ih  ’.f  C'"^ 

Wv)<'-(>i  ' •■.i<  t'r-' '>(!•>•': 


•iMJ 


94\c.r^1^w,.w, 


' 'l'»> 


»«# 


d.J  'iJ;,*"’  '**■ 

■■  ?jff.L-^‘ ? 'rrf 

fi  ::  .•  ■^  )*•''>  • > 


'/f 

ir.-'j 


•h* 


. 'T  '»IT 


:il  .• 


'r  ’' 


^ iw. 

\ . 

* ’ ' ' * * • ^ t'*  '■ 

N a) 

t T ‘ ' ' 

Bit  Ifjw'T*'  ' 

, ■ ■ i . 

ii  mT  - ■ 

V'  iff 

' ii 

T- 

llr.  . <£'aitit‘  Ji 

*'•  •.•■*f4ll 

, . r -1>  - ' '•( 

, ■‘/..i.  <L  ff  :. 

} 

- ■'-  :-i 

-,  ^ ;■  k 

' • 

>1' ' .♦ 

•• 

.•1.  ^ ••  .-:  ,. 

' i . 1 " .,  ' '*“ 

ii 

■ ‘ ■ “ • • » ,'  ■•  ,;i,->  ■ '1 

, Tf.'-ar  ■ 

.‘‘I’  . >.  , ; 

KliJ  /.'•  '-.‘i;..  '-  ■ 

• '•  'ir.'  ■ipr?*''' 

•■  ■■  . .*«■/ ' • f r>  * 

■t  (*?^.-  *0  H n.* 

- 

■ '"  ■ ' ' "if , • ^ " tT 

M 


. ' • •/Its- I'M-* 


■ M 


-.1  : »< 


«*  |N 


T? 


qW*4:«' 


^ I*! 


-11- 


menbers,  the  reduction  in  men  vd.ll  be  exactly  the  sane.  Either  approach  'vc^uJld 
not  affect  'tdic  number  of  engine  and  ladder  conpanies.  hence  is  apart  from  the 
question  of  compliance  veLth  the  standards  of  company  dir-3  tr.ibution  of  the  National 
Board. 

Tlie  Research  Bureau  believes  that  this  suggestion  of  the  National  Board 
merits  adoption. 

Provision  for  Conflagrations  and  Large  Simultaneous  Fires 

The  foregoing  has  related  to  specific  suggestions  of  the  National 
Board  and  of  the  Research  Bureau.  In  addition  a large  part  of  the  National  Board 
report  is  devoted  to  general  discussion  of  emergency  situations,  defined  as  "the 
probability  of  two  or  more  serious  fires,  and  of  a multiplicity  of  additional 
alarms."  It  is  because  of  this  consideration  that  the  Board  approves  the  elimin- 
ation of  only  two  engine  companies. 

Structural  and  Special  Conditions.  In  regard  to  conflagration  risk  the 
report  discusses  at  some  length  the  factors  v/hich  complicate  the  fire-fighting 
problem  in  Boston.  Among  -those  mentioned  are;  the  isolation  of  certain  areas; 
narrow  and  irregular  streets;  difficult  traffic  conditions;  congested  areas;  water- 
front hazards;  concentrated  values;  and  tenement,  apartment,  three-decker,  and 
small  manufacturing  construction. 

Such  conditions  are  not  peculiar  to  Boston,  and  in  the  case  of  some  of 
the  factors  are  not  so  serious  hero  as  in  some  other  large  cities.  Collectively, 
however,  they  are  an  important  consideration  and  merit  the  attention  given  them 
in  the  report.  If  Boston's  fire-fighting  facilities  were  merely  average  or  even 
based  only  on  the  standards  of  company  distribution,  hesitation  night  be  justified 
before  reducing  the  number  of  companies,  Boston  far  exceeds  distribution  s-bandards 
and  average  facilities  elsewhere,  and  is  well  supplied  -witli  personnel  and  apparatus. 
The  conservative  reductions  recommended  by  the  Bureau  would  not  greatly  affect  -the 
situation. 

Particular  attention  is  paid  in  the  National  Board  report  to  the 
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isolation  of  three  sections  from  the  remainder  of  the  City — East  Boston,  Charles- 
town, and  Brighton.  It  should  be  noted  that  this  very  isolation  has  some  value 
in  providing  fire  stops  in  case  of  major  conflagrations. 

In  the  case  of  East  Boston,  the  recently-opened  Sumner  Tunnel  has  pro- 
vided additional  and  readj'-  access  from  the  dovm-tovm  region,  as  effectively  demon- 
strated in  a recent  three-alarm  fire.  Location  of  the  proposed  new  station  near 
the  tunnel  entrance  would  further  facilitate  such  access. 

The  situation  in  these  three  isolated  regions  illustrates  very  fore . - 
ably  the  advisability  of  adequate  mutual-aid  agreements  by  Boston  v/ith  nearby 
cities  and  tovms.  Some  of  the  nearby  cities  and  tovms  are  as  follows; 

Nearby  Cities  and  Totos 

Brighton:  Brookline,  Newton,  Watertovm  and  Cambridge. 

Chari esto7v-n;  Cambridge,  Somerville,  Everett  and  Chelsea. 

East  Boston;  Everett,  Chelsea,  Revere  and  Winthrop. 

The  effects  of  whatever  isolation  now  exists  w’ould,  under  such  agree- 
ments, be  largely  overcome. 

Emergency  Standard  for  Engine  Companies.  Beyond  its  standards  for  en- 
gine company  distribution,  the  National  Board  has  as  an  additional  standard  that 
sufficient  engine  or  hose  companies  be  available  "to  handle  tv/o  simultaneous 
large  fires  without  leaving  all  other  sections  of  the  City  unprotected."  Ladder 
companies  arc  not  mentioned  in  this  connection  in  the  standard  schedule  of  the 
National  Board. 

This  regulation  is  so  generally  worded  that  Boston’ s degree  of  compli- 
ance is  difficult  of  measurement.  The  National  Board’s  report  itself  does  not 
state  whether  the  City  nov;  complies  or  whether  it  would  fail  to  comply  in  case 
of  further  comparer  eliminations.  The  interpretation  given  the  standard  in  the 
report  is  that  of  providing  "a  concentration  of  companies  with  relatively  short 
runs  to  any  high  value  district  and  still  leave  all  other  parts  of  the  City  v/ith 
nominal  protection." 

To  demonstrate  the  protection  afforded  the  City  in  emergency  situations. 
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the  Board's  report  lists  o.  general  alarm  fire  of  thirty-eight  years  ago,  a pair 
of  simultaneous  large  fires  twenty-four  years  ago,  and  eight  examples  of  simul- 
taneous large  fires  in  the  past  eight  years.  The  first  two  examples  nay,  v;o  be- 
lieve be  disregarded  because  tiiey  occurred  so  long  ago,  and  because  hazards,  xire- 
fighting  and  prevention  methods*  and  apparatus  have  so  greatly  changed. 

Taking  the  worst  of  the  eight  recent  ca8«!6  of  simultaneous  large  fires 
listed,  - a fourth  alarm  fire  simultaneous  with  a third  alarm  fire  - the  National 
Board  states  tliat  thirty  engine  companies  and  eleven  ladder  companies  responded, 
leaving  twenty  engine  companies  and  tT;enty  ladder  companies  in  quarters  for  response 
to  any  other  alarms.  Even  during  this  most  exacting  emergency  it  vdll  be  noted 
that  4:0%  of  the  engine  companies,  excluding  three  fire  boat  companies,  were  still 
available  for  response  to  other  alarms. 

The  combined  recommendations  of  the  National  Board  and  the  Research 
Bureau  involve  the  elimination  of  four  engine  and  three  ladder  companies,  and  the 
special  traini.ng  and  equipment  of  four  ladder  companies  for  engine  company  ser- 
vice. Hence  the  City  v.ould,  under  the  circumstances  just  mentioned,  have  available 
for  alarms  elsev/herc  in  the  City,  sixteen  engine  and  seventeen  ladder  companies, 
of  \.hich  at  least  four  ln.dder  companies  viould  be  specielly  trained  for  engine 
company  service. 

In  the  opinion  of  the  Bureau,  proper  distribution  of  these  companies  by 
running  card  or  emergency  arrangements  could  provide  the  temporary  and  nominal  pro- 
tection required  for  all  parts  of  the  City  in  any  situations  that  can  reasonably 
be  anticipated. 

Any  reasonable  doubt  can  bo  removed  by  throe  steps  of  obvious  advis- 
ability and  necessity  which  have  already  been  indicated  and  which  should  in  any 
event  be  undertaken  by  the  Department:  (l)  Training  and  equipment  of  some  ladder 
companies  for  emergency  engine  company  service;  (2)  Imqxroved  arrangements  for  call- 
ing off-shift  men  in  case  of  emergency;  and  (S)  Adequate  mutual  aid  arrangements 
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with  nearby  municipalities. 

Engine  Equipment  and  Training  for  Ladder  Companies.  This  suggestion 
is  made  in  the  report  of  the  National  Board  to  the  extent  at  least  of  four  ladder 
companies.  The  Board  ascribes  sufficient  value  to  the  idea  to  suggest  the  elim- 
ination of  two  engine  companies,  in  the  event  that  four  ladder  companies  arc  so 
trained  and  equipped.  As  stated  by  the  National  Board: 

"Ladder  companies  left  in  quarters  are  in  preponderance  at 
time  of  simultaneous  multiple  alarm  fires,  and  the  men  assigned  to  some 
of  them  might  v/ell  be  equipped  so  that  they  can  extinguish  fire  as  well 
as  perform  ladder  xvork." 

Subject  of  course  to  administrative  and  housing  limitations,  and  with 
little  additional  expense,  the  City  could  thus  provide  a better-rounded  and  more 
flexible  fire-fighting  setup  for  emergency  conditions.  The  adoption  of  this  sug- 
gestion appears  advisable  in  the  case  of  more  than  the  four  companies  indicated. 

Off-Shift  Man-power.  A large  potential  raan-pov/er  of  several  hundred 
men  could  be  drawn  from  the  off-shift  in  case  of  unusual  conflagrations.  These 
men  could  be  used  to  man  reserve  apparatus,  to  aid  existing  companies  to  utilize 
to  best  advantage  the  equipment  with  v/hich  the  City  is  generously  provided,  and 
to  perform  those  unusual  duties  requiring  man-power  in  a conflagration.  This 
potential  reserve  is  not  mentioned  by  the  National  Board,  but  would  be  available 
if  adequate  methods  are  in  effect  for  calling  off-shift  men,  as  is  done  in  some 
other  cities.  It  is  recommended  that  efforts  be  made  to  take  maximum  advantage 
of  this  possibility. 

Mutual- Aid  Agreements.  Another  potential  protection  in  emergencies, 
much  neglected  at  present  and  not  mentioned  in  the  Board's  report,  is  the  possi- 
bility of  entering  into  extensive  mutual-aid  agreements  with  nearby  cities  and 
tovms.  Extension  of  the  liiaitod  agreements  now  in  effect  was  urged  in  the  detailed 
report  ofl  local  fire  waste  and  insurance  rates  prepared  by  a special  committee  of 

the  Mayor  of  Boston  a few  years  ago,-*^  A rough  indication  of  the  importance  of 

* See  "A  Report  on  the  Problem  of  Fire  Waste  and  Insurance  Rates  in  the  City  of 
Boston"  prepared  by  M-oyor’s  Committee  on  Fire  Insurance  Rates,  19B9,  Chap.  8, 
pp.  147-166, 
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this  possibility  is  the  fact  that  seventeen  municipalities  near  Boston  have  about 
88  engine  and  hose  companies  as  compared  to  Boston’s  50  (excluding  3 fireboat 
companies) . In  o^^t5r  words  these  fire-fighting  companies  a short  distance  from 
the  City's  boundaries  much  more  than  duplicate  the  City's  fire-fighting  companies 
in  number. 


Even  under  the  present  limited  mutual-aid  agreements  this  outlying  pro- 
tection is  of  help.  The  Board's  report  indicates  that  in  each  of  the  eight  cases 
of  recent  simultaneous  large  fires  "aid  has  been  requested  from  other  municipal- 
ities." 


Definite  allowance  where  adequate  mutual  agreements  are  in  effect  is 
made  by  the  National  Board  in  its  grading  schedule  for  fire  companies  available 
from  nearby  cities  and  towns.  As  stated  in  that  Schedule; 

"The  number  of  companies  (engine  and  hose)  in  service  shall  be 
assumed  as  increased  by  companies  available  as  outside  aid,  vhere  by 
regular  assignment  the  response  of  such  companies  is  provided  for  to  the 
district  considered  or  to  fill  in  and  where  the  total  number  of  companies 
is  equal  to  the  number  required  for  the  combined  population  of  the  place 
graded  and  that  rendering  aid;  such  increase  to  be  made  on  the  basis  of 
one  outside  company  equalling  one-half  a company  in  service,  but  not  to 
exceed  a total  increase  in  excess  of  one-third  the  total  number  of  com- 
panies required." 

Even  where  adequate  mutual  aid  a.greements  are  lacking,  the  National 
Board  Schedule  makes  a small  allowance  for  engine  and  hose  companies  available 
witliin  thirty  minutes  of  travel  time. 

In  its  reports  on  other  city  fire  departments,  the  National  Board  makes 
reference  where  relevant  to  the  lack  of  protection  by  -the  fire-fighting  forces  of 
nearby  cities  in  case  of  conflagration.  Such  a report  on  Providence,  Rhode  Island 
recently  stated  (October  8,  1934): 

"One  other  phase  of  fire  protection  must  be  given  consideration, 
that  of  outside  aid  ;;hich  can  be  quickly  summoned  in  time  of  emergency. 

Powerful  assistance  is  not  readily  available  to  Providence;  such  aid  must 
come  from  cities  like  Woonsocket,  Fall  River,  Worcester  and  Boston,  v?hich 
are  from  14  to  44  miles  distant." 

Unlike  Providence,  Boston  could  simimon  a large  number  of  comparJ.es 
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fron  its  metropolitan  aroa  in  case  of  conflagrations  or  large  simultaneous  faros. - 
To  malcG  such  help  certain  and  most  effective,  an  extensive  effort  to  set  up  ade- 
quate mutual-aid  agrooments  is  recommended.  If  this  is  done,  the  National  Board 
should  be  asked  to  reconsider  the  practicability  of  those  Bureau  recommendations 
of  last  June  vdth  vdiich  it  has  not  thus  far  cx-pressed  agreement. 
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f;uit  three 

SmmARY  AND  RECOMMENDATIONS 

Operating  costs  and  the  number  of  employees  in  Boston's  Fire  Depart- 
raent  are  extremely  high  as  compared  with  those  of  the  tv/elve  other  largest  American 
cities  on  any  one  of  a number  of  bases.  There  has  been  little  retrenchment  in 
the  Department  since  .the  peak  of  its  expenditures  in  1930,  excepting  the  general 
pa.y  cut  vhich  has  been  in  effect  and  some  curtailment  of  equipment  purchases. 

The  present  budget  and  tax  rate  crisis  should  prompt  a reduction  in 
fire-fighting  costs.  It  has  been  demonstrated  both  by  the  National  Board  of  Fire 
UndcriTritcrs  and  the  Boston  Municipal  Research  Bureau  that  a reduction  is  feasible 
while  still  maintaining  adequate  fire  protection.  It  is  therefore  recommended: 

1.  That  Ladder  Company  #51  be  eliminated  upon  completion  of  a new 
station  built  for  Engine  Company  #8  and  Ladder  Company  ^1  near  the  entrance  to 

the  Sumner  Tunnel  to  East  Boston.  Tliis  recommendation  of  the  National  Board  should 
be  adopted.  The  elimination  of  the  Company  is  independent  of  the  two  ladder  com- 
pany eliminations  urged  by  the  Bureau  last  Juno,  and  is  made  possible  by  the  open- 
ing of  the  Sumner  Tunnel,  which  greatly  facilitates  the  use  in  East  Boston  of 
equipment  housed  in  downtorm  Boston. 

2,  That  two  engine  companies  be  eliminated  after  four  ladder  conroanies 
arc  eguinned  and  trained  for  engine  comnany  service.  This  change  is  suggested  by 
the  National  Board.  Such  elimination  might  well  affect  Engine  Companies  #13  and 
#16  as  recommended  in  June  the  Bureau. 

5.  That  the  three  rescue  companies  nov;  in  service  bo  eliminated  and 
general  rescue  work  be  performed  by  some  of  the  ladder  companies.  This  change 
is  suggested  by  the  National  Board,  An  alternative  suggestion  for  an  equal  re- 
duction in  personnel  was  recommended  by  the  Bureau  in  August. 

4.  That  the  following  questions  be  referred  to  the  National  Board 
for  study  and  renort: 
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A.  The  Elimination  of  Ladder  ComTjanies  #5  and  #12,  This  recommendation 
of  the  Bureau  has  not  been  accepted  by  the  Board.  The  Bureau  recommends  that  the 
question  be  reopened  with  the  National  Board  in  regard  to  its  opinion  on  these 
specific  companies. 

B.  The  Elimination  of  Engine  Companies  j^55  and  //58.  This  recommenda- 
tion by  the  Bureau  has  not  been  accepted  by  the  National  Board  on  the  basis  of 
adequate  protection  for  large  simultaneous  fires.  The  equipping  of  certain  ladder 
companies  for  engine  company  service,  better  arrangements  for  use  of  off-shift  man- 
power, and  adequate  mutual-aid  agreements,  should  remove  doubts  in  this  regard. 

Tae  Bureau  therefore  recommends  that  the  Board's  opinion  be  asked  as  to  the  advis- 
ability of  these  two  eliminations  if  the  foregoing  changes  arc  made. 

C.  The  Eliminotion  of  Excess  Personnel  as  Recommended  in  the  August 
report  of  the  Bureau.  This  tentative  report  has  not  been  acted  upon  by  City  offi- 
cials nor  was  it  referred  to  by  the  National  Board  in  its  report.  The  recommend- 
ations of  the  Biureau’s  August  report  would  be  modified  if  three  rescue  companies 
are  eliminated  as  mentioned  above. 

It  is  estimated  that  adoption  of  all  the  above  recommendations  presents 
the  opportunity  of  saving  a net  amount  of  about  $250,000  annually  or  about  6%  of 
the  total  normal  Fire  Department  expenditures.  This  estimate  of  savings  allows 
about  $150,000  annually  for  increased  pension  costs.  The  Bureau  has  presented 
facts  which  indicate  that  fully  adequate  fire  protection  vrould  still  be  provided, 
especially  if  better  provision  is  made  for  use  of  the  off-shift,  and  for  mutual 
aid  agreements  with  nearby  cities.  It  is  urged  that  the  National  Board  be  request- 
ed to  consider  the  situation  in  the  light  of  this  report. 

Members  of  Staff: 

H.  C.  Loeffler 
S.  S.  Sheppard 
A.  H.  H'Jhitman 


December  17,  1934. 
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APPENDIX  A 


FIRE  COMMISSIONER'S  REPORT  ON  BUREAU  RECOMMENDATIONS  OF  6-2-54 


City  of  Poston,  Fire  Department 
Bristol  Street. 


Edward  F.  McLaughlin,  Fire  Commissioner 
Herbert  J.  Hickey,  Executive  Secretary 

June  50,  1934. 

Hon.  Frederick  W.  Mansfield, 

Mayor  of  the  City  of  Boston. 

Dear  Sir; 

I am  returning  hercvn.th  a report  submitted  to  Xour  Honor  and  the  City  Council  by 
the  Boston  Municipal  Research  Bureau  entitled  "Reducing  Boston's  Fire  Department 
Costs  by  the  Elimination  of  Foui'  Engine  Companies  and  Tv/o  Ladder  Companies." 

In  accordance  v/ith  the  suggestions  contained  in  Your  Honor's  letter  I have  given 
the  report  considerable  study  and  I have  discussed  it  at  length  with  several  offi- 
cials of  the  Fire  Department. 

In  discussing  a report  of  this  character,  containing  drastic  recommendations,  it 
is  natxiral  to  inquire  into  the  qualifications  of  the  members  of  the  investigating 
committee  as  7/cll  as  the  authenticity  of  ttie  statements  and  figures  used  for  com- 
porisons.  I 

i 

Statistical  and  comparative  tables  m:iy  be  of  some  value,  but  experience  has  shown 
that  the  information  collected  by  mail  from  other  cities  is  not  always  authentic 
regardless  of  die  source. 

The  obligation  of  providing  proper  fire  protection  for  a community  is  something 
that  cannot  be  measured  on  the  theory  ttiat  what  is  ample  for  some  other  city  is 
sufficient  for  Boston.  The  Municipal  Research  Bureau  by  making  a series  of  stat- 
istical comparisons  with  other  cities  of  the  United  States,  (many  larger  and  many 
smaller  than  Bostor^'  based  on  costs,  personnel,  areas,  etc.,  has  arrived  at  the 
conclusion  that  Boston  has  too  much  fire  protection  for  a city  its  size.  The  com- 
mittee of  the  Research  Bureau  has  lost  sight  of  a very  important  factor  that  must 
be  given  consideration  — fire  protection  for  any  city  is  a problem  unto  tliat  city 
itself,  and  must  be  governed  by  conditions  in  the  city,  its  general  topography, 
and  the  hazards  to  be  encountered,  includdng  the  number  and  nature  of  die  calls 
made  upon  the  department.  Cert-rinly  there  can  be  absolutely  no  basis  of  compar- 
ison betv/oen  the  city  of  Boston  with  an  area  of  47.81  square  miles  (not  44  square 
miles  as  stated  in  the  report)  and  a populatio-n  of  781,188,  and  the  city  of  Los 
Angeles  v/ith  an  area  of  440  square  miles  and  a population  of  1,238,048.  In  other 
T/ords,  Boston's  denr.iiy  of  population  averages  16,339  people  per  square  mile,  and 
in  Los  Angeles  there  are  2,814  peorjlc  p^r  square  mile  so  that  by  a comparison  of 
tiievse  figures  wo  find  that  Boston  has  a ratio  of  6 to  1 as  compared  with  Los 
Angeles.  A brief  study  of  those  figures  Till  m-ike  it  plain  to  anyone,  even  with 
no  knowledge  of  the  topography  of  either  city,  ti-iat  Boston  must  be  a closely  con- 
gested city,  find  Los  .'mgeles  sparsely  settled  v.lth  a scattered  population. 

London  is  rated  as  the  largest  city  in  area  in  the  world,  yet  conditions  there 
arc  entirely  different  than  on  this  side  of  the  Atlantic,  and  I am  sure  that  no 
one  would  look  vlth  favor  on  a comparison  of  costs  or  losses  bet\:een  London  and 
Los  Angelos. 
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I hav^a  mcntionjecl  these  fricts  not  only  to  shov/  the  futility  of  making  comparisons 
by  tables  of  figures  but  to  emphasize  the  statement  that  I have  already  made, 
namely,  tliat  fire  protection  is  a purely  local  problem  and  must  be  governed  by 
local  conditions.  We  cannot  lose  sight  of  the  fact  that  Boston  is  more  tiian 
three  hundred  years  old,  older  than  tae  nation  itself.  Its  streets  arc  very 
narrou,  providing  little  or  no  fire  stop,  more  tlian  sixty-eight  per  cent  of  the 
buildings  are  of  •.;codcn  construction,  many  of  tiien  of  ttie  three-decker  tyl^c, 
typical  of  Nev7  England,  of  the  total  area  of  the  city  practically  eighty-five 
per  cent  is  built  upon,  Lind  tlie  built  up  sections  arc  closely  congested  present- 
ing at  all  times  a potential  conflagration  hazard.  The  following  extract  is  taken 
from  a report  of  the  National  Board  of  Fire  Undenn^itors  in  1925  folloi/ing  the 
last  complete  survey  of  tlio  City  of  Boston  hy  that  orgimization: 

"ConflLigration  Hazard  — In  the  congested  value  district. ..  .tlio  hazard 
is  high  for  tlie  district  as  a •^olo  duo  to  the  predominating  v^eak,  con- 
gested, structural  conditions. 

"Outside  of  the  congested  value  district,  including  most  residential 
sections,  the  hazard  is  largely  local,  ordinarilyj  the  congested  frame 
residential  sections  present  conflagration  possibilities  varying  from 
moderate  to  serious,  and  under  unfavorable  ^dnd  conditions  the  hazard 
would  be  high  for  many  of  tliese  sections." 

Surmounting  tiic  conflagration  hazar.1  is  the  ever  present  and  most  important  life 
hazard.  No  figures  or  tables  of  figures  can  eliminate  or  lessen  tlic  responsibil- 
ity of  a municipal  government  to  protect  tlie  lives  of  its  citizens  against  the 
scourge  of  fire,  Tlie  greater  the  congestion  of  population  the  greater  is  the 
life  hazard,  and  tliis  is  the  first  consideration  to  be  given  in  considering  the 
size  of  a fire  department  and  tiio  allocation  of  comp:inies.  Tliis  too  must  be  gov- 
erned by  local  conditions  and  not  from  tiic  results  :»f  a nation  wide  stuty. 

Having  briefly  described  to  Your  Honor  the  conditions  as  they  exist  in  Boston  from 
a fire  engincoring  view^joint  I feel  that  an  equitable  comparison  cannot  be  made 
with  new  cities  of  tlie  country,  a hundi'od  years  old.  or  loss,  vd.tli  broad  .avenues 
and  wide  side  streets  ami  many  vacant  areas  scattered  throughout,  tlms  providing 
valuable  fire  stops  and  eliminating  the  conflagration  hazard.  By  its  very  char- 
acter, historically,  geographically  and  traditionally,  Boston  holds  a unique  posi- 
tion among  the  cities  of  tiic  country  and  its  fire  protection  is  a problem  unto 
itself. 

OPERATING  COSTS 

Considerable  space  is  given  in  the  report  to  operating  costs  of  various  fire  de- 
partments tiiroughout  the  country.  Ti91iile  the  tables  and  figures  given  nay  be  of 
some  use  as  a general  basis  of  comparison  they  cannot  be  accepted  ivitli  any  degree 
of  finality  as  tlie  established  costs  of  fire  protection  in  every  city,  toim  and 
village  in  the  United  States.  Here  again  local  ccnditlons  govern  for  this  prin- 
ciple is  interwoven  throughout  tlie  entire  subject  of  fire  protection.  TOiile  the 
committee  of  the  Research  Bureau,  by  means  of  its  tables  and  figures,  has  estab- 
lished the  fact  that  Boston's  fire  protection  costs  exceed  those  of  other  cities 
per  square  mile,  per  capita,  and  per  $1000  valuation,  it  is  gratifying  to  note 
that  there  is  very  little  difference  in  the  ratio  on  the  basis  of  valuation. 

Accepting  the  figures  as  given  in  the  report  of  the  Research  Bureau,  a very  inter- 
esting comparison  can  be  made  of  operating  costs  as  compared  Tdth  the  personnel. 
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For  example,  the  report  states  that  the  Fire  Department  of  the  City  of  New  York 
costs  $24,899,000.00  and  tlaat  it  is  comprised  of  6,695  men,  while  in  Boston  the 
Fire  Department  costs  $3,987,000.00  and  has  a personnel  of  1,635.  Of  course 
these  figures  are  not  exactly  correct,  but  it  is  assumed  that  they  arc  approxi- 
mate and  if  they  do  not  prove  anything  else,  they  establish  the  fact  that  the 
city  of  Boston  gets  more  per  dollar  out  of  its  man  power  at  much  less  cost  than 
does  the  greatest  city  in  the  World,  for  using  the  foregoing  figures  as  a basis 
of  comparison  it  costs  New  York  $3,719.00  per  man  to  operate  its  department  while 
Boston  is  doing  the  same  thing  for  $2,439.00  per  man.  Merely  for  the  purpose  of 
not  discriminating  in  favor  of  New  York  we  find  that  it  costs  Los  ilngcles  $3,300. 
per  man  to  operate  its  department. 

Unfortunately  I have  not  had  the  opportunity  to  make  a thorough  study  of  operating 
and  maintenance  costs  in  the  other  large  cities  of  the  country  but  I would  like  to 
emphasize  very  strongly  the  fact  that  the  entire  cost  of  operating  the  Boston  Fire 
Department  is  paid  out  of  the  current  tax  levy.  All  new  apparatus  and  equipment, 
together  vd-th  replacements  are  purchased  on  a pay-as-you-go  policy,  ;fnile  in  some 
of  our  large  cities,  fire  apparatus  as  well  as  fire  alarm  signal  equipment  is  pur- 
chased from  special  loans  and  bond  issues  of  long  term  duration.  This  is  a very 
important  factor  to  be  considered  in  figuring  maintenance  costs. 

Furthermore,  Boston  operates  three  first-class  fire  bovats  for  t!ie  protection  of 
its  waterfront  in  Boston  Harbor.  These  boats  also  provide  fire  protection  for 
the  entire  port  of  Boston  vhich  has  a shore  line  in  several  municipalities  adjacent 
to  Boston.  Boston  receives  no  contribution  from  adjoining  cities  for  services 
rendered  by  the  fire  boats.  Some  of  the  cities  mentioned  in  the  report  of  the 
Research  Bureau  have  no  marine  protection,  and  it  is  also  knovm  that  in  some 
cities  throughout  the  country  the  cost  of  marine  fire  protection  is  not  borne  by 
the  fire  department  but  by  the  Port  Autliority,  for  example,  New  Orleans. 

TRAFFIC  CONDITIONS 

In  submitting  recommendations  for  the  abolition  of  fire  companies  in  Boston  the 
report  of  the  Research  Bureau  stresses  the  standards  of  distances  that  should  be 
followed,  basing  the  recommendations  on  a distribution  policy  established  by  the 
National  Board  of  Fire  Undervrritcrs . Once  again  I must  refer  to  local  conditions, 
and  v;hile  a standard  of  distances  may  be  effective  in  some  cities  of  the  country 
time  is  also  a most  important  factor.  The  report  states  that  the  present  motor- 
ized department  is  sot  up  on  a horse-drawn  basis,  and  that  fire  apparatus  attains 
a speed  of  thirty  miles  an  hour.  Replying  to  the  last  statement  first,  it  is  known 
that  the  department  can  proceed  at  thirty  miles  per  hour  only  occasionally  in  the 
outlying  sections  of  the  city  and  then  under  the  most  favorable  conditions.  In 
congested  sections  the  speed  is  usually  about  fifteen  miles  per  hour.  Replying 
to  the  reference  that  a motorized  department  is  operating  on  a horse-dravm  basis 
it  should  be  borne  in  mind  that  there  has  been  a tremendous  change  in  traffic  con- 
ditions since  the  horse-drawn  era.  The  advent  of  motor  vehicles  has  resulted  in 
traffic  problems  that  have  confused  the  officials  of  every  city  of  the  country. 

Not  the  least  of  these  is  the  City  of  Boston  \dth  its  extremely  narrow  streets. 
Boston  has  no  vddc  main  traffic  arteries  like  some  of  the  newer  cities  of  the 
country  and  its  traffic  problem  has  been  a subject  of  considerable  study  for  many 
years.  Boston  has  just  expended  nineteen  million  dollars  for  a traffic  tunnel  to 
East  Boston.  Could  anyone  conceive  of  such  an  expenditure  to  relieve  traffic  dur- 
ing the  horse-drawn  era?  In  responding  to  fires  the  apparatus  faces  the  same  con- 
gestion and  tie-up  as  every  motorist,  and  time,  not  distance,  is  the  element  to 
be  considered.  It  is  for  this  reason  that  strict  adherence  to  a table  of  stand- 
ards cannot  always  be  follov/ed.  It  might  seem  like  heresy  to  some  but  the 
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statement  has  often  boon  made  by  competent  fire  officials  that  there  are  certain 
sections  of  the  city  \7iiere  the  Fire  Department  could  respond  more  promptly  to 
alarms  of  fire,  and  render  greater  service,  if  the  apparatus  v^as  horse-dravm. 

ASSIGNMENT  OF  i\PFx'iR.\TUS 

One  conclusion  arrived  at  from  reading  the  report  is  that  the  recommendations  are 
based  on  company  districts  and  not  on  the  city  as  a isholo.  Large  fires,  requir- 
ing multiple  alarms,  seen  to  receive  no  consideration,  and  this  is  very  import- 
ant item  in  the  organization  of  a fire  department  in  a city  the  size  of  Boston, 
Every  city  shoulrl  provide  protection  sufficient  to  fight  its  own  fire  and  not 
place  its  confidence  in  the  generosity  of  neighboring  cities  and  tov,-ns.  If 
Boston  is  expected  to  look  vdth  confidence  to  all  the  cities  and  tovms  in  the 
metropolitan  area  for  aid  in  extinguishing  fires  it  certainly  cannot  afford  to 
abolish  any  companies  at  the  present  time.  If  we  need  then,  xie  need  all  v;e  have 
now.  The  assignment  card  of  the  Boston  Fire  Department  is  a carefully  thought- 
out  arrangement,  the  product  of  years  of  ei'.pcriencG  and  study.  It  is  organized 
so  that  ample  protection  can  be  given  in  the  case  of  multiple  alarm  fires  and  at 
the  sane  time  leave  no  district  uncovered.  Every  effort  has  been  made  to  make  it 
as  fool-proof  as  possible,  and  it  is  difficult  to  impress  upon  those  unfamiliar 
with  the  operations  of  a groat  fire  fighting  organization  the  effect  that  the 
abolition  of  one  or  two  companies  v/ould  have  on  the  present  systematic  assign- 
ment of  fire  apparatus.  To  consider  the  abolition  of  six  companies  immediately, 
or  on  July  1st  as  suggested,  vrould  be  foolhardy, 

CONCLUSIONS 

In  closing  I wish  to  assure  Your  Honor  that  I am  glad  to  cooperate  v;ith  any  duly 
autliorizcd  investigating  body  having  for  its  purpose  an  improvement  in  the  fire 
protection  service  of  the  City  of  Boston,  The  necessity  and  importance  of  this 
agency  of  tlie  city  government  cannot  be  underestimated.  It  is  practically  the 
first  line  cf  defense  in  ar^  great  city,  and  any  municipality  that  does  not  pro- 
vide its  citizens  \7itli  a powerful,  v/ell  equipped  and  well  organized  fire  depart- 
ment is  inviting  diaaster.  These  statements  I have  made  solely  to  emphasize  the 
fact  that  I believe  the  report  of  the  Research  Bureau  is  not  based  upon  the  right 
kind  of  facts,  or  on  the  actual  needs  of  the  City  of  Boston.  Regardless  of  whether 
or  not  wo  agree  on  all  the  facts,  the  report  may  eventually  serve  some  useful  pur- 
pose. I stated  at  the  beginning  of  this  letter  that  I have  not  inquired  into 
the  qualifications  of  those  \dio  made  the  investigation  resulting  in  the  report, 

I do  know  that  experienced  and  capable  engineers  of  the  National  Board  cf  Fire 
Underwriters  have  just  completed  a check-up  of  the  department  and  made  no  recom- 
mendations similar  to  those  submitted  by  t!:ie  Research  Bureau. 

I feel  certain  that  fire  engineers  v/ith  a knowledge  of  the  situation  in  Boston  arc 
in  agreement  with  no  that  while  Boston  has  not  toe  many  companies  there  should  be 
a general  readjustment  and  reallocation  of  companies  so  tliat  better  protection 
would  be  afforded  to  .all  the  people.  To  this  end  I would  bo  glad  to  have  a com- 
mittee of  the  Fire  Department  meet  witli  a coTmaittee  of  fire  T.irotcction  engineers 
and  prepare  a program  of  rcassignr;icnt  of  locations.  I know  thiat  the  result  of 
this  study  would  be  a building  program  requiring  the  expenditure  of  large  sums 
of  money  and  covering  a period  of  years.  Such  a pl'^n  could  not  be  undertaken, 
until  the  city  was  financially  able  to  moot  the  ohli  ;abions  but  I firmly  and 
sincerely  believe  that  a report  from  such  a comriiitt.oe  would  bo  a distinct  advan- 
tage over  the  one  submitted  by  the  Research  Bureau,  the  members  of  whose  commit- 
tee did  not  consult  anyone  in  authority  in  the  Boston  Fire  Department  who  could 
have  enlightened  them  on  the  pecialiar  and  particular  situ.ation  in  Boston.  I sub- 
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mit  this  suggestion  to  Your  Honor  as  a recommendation  for  your  consideration. 

In  my  answer  to  the  statements  contained  in  the  report  of  the  Research  Bureau, 

I have  drawn  up  in  the  form  of  appendices  comments  on  tlio  necessity  of  continu- 
ing in  operation  the  companies  that  the  Bureau  recommends  bo  abolished.  I feci 
certain  that  after  reading  the  appended  comments  the  importance  of  these  compan- 
ies will  be  at  once  realized. 

The  residents  and  t?jcpayers  of  the  City  of  Boston  have  a faithful  and  abiding 
confidence  in  their  Fire  Department.  Our  citizens  demand,  expect  and  have  a 
feeling  of  security  because  of  the  present  high  degree  of  fire  protection  given 
them.  Nothing  v/ill  have  a more  demoralizing  effect  on  the  general  well-being 
of  the  people  of  Boston  than  by  doing  something  that  will  lower  their  confidence 
or  feeling  of  security  in  the  department  from  which  they  cxiDCct  at  all  times 
the  highest  type  of  service  and  protection. 

If  I agreed  with  or  approved  the  recommendations  of  the  Research  Bureau  to  reduce 
the  fire  fighting  force  of  our  city  or  ary  of  its  agencies,  and  later  a sipgle 
life  was  lost,  the  life  of  a father,  mother  or  child,  I would  feel  that  I would 
be  morally  and  criminally  liable  for  a tragedy  that  should  not  be  allowed  to 
occur. 

Only  by  keeping  the  Boston  Fire  Department  at  the  highest  standard  of  efficiency 
in  personnel,  morale  and  equipment  can  we  be  assured  of  the  faith  and  confidence 
of  an  appreciative  citizenship  that  rightly  and  necessarily  looks  to  its  own  city 
government  for  safety  in  the  home  and  protection  against  destruction. 

Yours  very  trxily, 

(signed)  Edw.  F.  McLaughlin 
Fire  Commissioner 

Comments  Annended  to  Fire  Commissioner's  Letter; 

Engine  15.  Cabot  Street;  Ladder  12.  Tremont  Street.  This  is  one  of  the  densely 
popiilated  districts  of  the  City,  and  of  wooden  and  highly  inflammable  construc- 
tion, These  two  companies  are  the  first  to  arrive  at  boxes  in  a district  inhab- 
its ted  to  a great  extent  by  colored  people.  Surely,  the  Committee  docs  not  in- 
tend to  suggest  that  these  people  should  be  deprived  of  the  same  protection  as 
that  afforded  people  in  other  sections  of  the  City? 


Ladder  5.  Harrison  Avenue  and  Bristol  Street.  South  End.  This  company  besides 
giving  necessary  protection  to  a congested  tenement  district,  with  a consequent 
life  hazard,  is  also  the  first  ladder  company  in  the  department  to  arrive  in 
response  to  alarms  from  Massachusetts  Memorial  (Homeopathic)  Hospital,  Boston 
City  Hospital,  Home  for  Destitute  Catholic  Children,  Holy  Cross  Cathedral  Con- 
vent and  large  parochial  schools,  Franklin  Square  House,  St.  Helena’s  Home  (two 
large  homes  for  business  women),  the  follo^/ing  public  schools,  Joshua  Bates 
School  (Harrison  Avenue),  Franklin  School  (Walthan  and  Ringgold  Streets),  John  J. 
Williams  School  (Groton  Street),  Wait  School  (Shaw/mut  Avenue),  Andrews  School 
(Genesee  Street) , the  Church  of  the  Immaculate  Conception  and  Boston  College 
High  School,  Church  of  Our  Lady  of  Pompeii,  Church  of  the  Holy  Trinity  and  large 
parochial  school  on  Shawmut  Avenue,  Morgan  Memorial,  People's  Palace  and  Salva- 
tion Array  Headquarters,  Temple  Ohobei  Sholom,  Boston  Industrial  Home,  Davis 
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Strect,  St.  Clement's  Homo  for  Aged  Women,  Home  for  Aged  i- n,  Springfield  Street, 
Washingtoni.an  Home,  Waltham  Street,  and  other  industrial  buildings.  It  is  close 
to  tlie  Boston  Elevated  Railwtiy  car  shops  v/here  a disastrous  fire  occurred  several 
years  ago,  and  many  other  industrial  plants  and  T;arehouses  to  './hich  it  vrauld 
arrive/,  in  case  of  fire, 
first 

In  addition  to  the  foregoing,  tiie  South  End  of  Boston  is  a densely  settled  tenement 
and  lodging  house  district  providing  living  accommodations  for  a large  portion  of 
native  born  and  a greater  portion  of  foreign  born  inhabitants.  Some  of  the 
streets  in  the  South  End  of  Boston  are  so  congested  with  residents  that  the  pcpxila- 
tion  of  these  streets  alone  is  the  equal  of  if  not  superior  to  the  reputed  popiila- 
ticn  of  streets  on  the  East  Side  of  New  York.  It  is  just  such  conditions  as  these 
that  make  Ladder  3 so  vitallj''  necessary  for  service  in  the  department. 

It  is  difficult  to  conceive  that  anyone  having  a knowledge  of  the  district  pro- 
tected by  this  company,  and  at  the  same  time  placing  any  value  on  human  life, 
vfould  recommend  that  Ladder  3 be  abandoned.  The  thousands  of  inmates  in  hospitals 
in  this  company' s district,  the  thousands  of  './omen  and  school  children  who  look  to 
this  companj'"  for  protection,  speaks  volumes  for  its  necessity  — the  wonderful 
record  established  by  this  company  speaks  for  itself. 


Engine  35.  Broadway  and  Engine  58.  Congress  Street.  Engine  35  protects  a resi- 
dential section  of  the  City  and  is  adjacent  to  several  large  hotels.  It  is  very 
close  to  Park  Square  and  the  theatrical  district  where  most  of  our  largest 
theatres  are  located.  The  large  department  stores  of  the  city  depend  on  all  the 
companies  in  the  house  occupietl  by  Engine  Co.  35  for  immediate  service  and  pro- 
tection. Surely  nc  one  v/ould  suggest  that  the  guests  at  our  hotels,  people  in 
attendance  at  our  largo  theatres  and  motion  picture  houses,  customers  and  em- 
ployees in  the  great  department  stores  should  be  deprived  of  the  protection 
afforded  by  Engine  Co.  35. 

Engine  Co.  38  is  part  of  a double  company  protecting  a very  valuable  industrial  and 
warehouse  district.  The  value  of  the  contents  of  some  individual  buildings  pro- 
tected by  this  company  amounts  to  a million  dollars.  This  gives  some  idea  of  the 
property  value  of  the  streets  in  tliis  company's  district.  This  company  is  in  ser- 
vice because  in  tlic  opinion  of  present  and  past  officials  of  the  fire  department 
it  was  ab&zlutely  necessary  for  tlie  protection  of  tlic  property,  and  the  lives  of 
the  people  having  business  or  employment  in  this  district. 

Besides  the  hotel  guests  and  amusement  seekers  tHio  come  into  these  districts  daily 
thousands  of  people  obtain  daily  ooi:)loynent  in  the  (listricts  served  by  these  two 
companies.  Better  reasons  for  their  abolition  must  be  given  tlian  those  contain- 
ed in  the  report.  Life  is  too  sacred  and  the  responsibility  is  too  great  for  a 
city,  the  size  of,  and  vdth  the  reputation  of  Boston,  to  jeopardize  the  people  vho 
live  here,  work  here,  and  visit  hero.  If  the  business  men  of  Boston  feel  that 
they  and  their  cmi^loyees  and  patrons  arc  being  over  protected,  and  meikc  official 
recommendation  through  their  organizations  that  the  protection  be  so  greatly  re- 
duced, such  a suggestion  would  receive  careful  consideration,  but,  even  then, 
it  is  doubtful  if  any  high  fire  department  official  or  any  of  the  city  fathers 
would  deny  the  greatest  protection  to  the  valuable  interests  that  moke  Boston 
possible. 


Engine  16.  River  Street.  Dorchester.  Engine  16  is  an  inheritance.  The  City  of 
Boston  did  not  place  this  company  in  the  location  on  vAiich  it  stands,  but  this 
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fire  station  came  to  Boston  with  the  annexation  of  the  town  of  Dorchester.  It  is 
an  important  cornpancr,  protecting  a valuable  and  beautiful  residential  section  of 
the  city.  It  should  not  be  abandoned  but  it  should  be  relocated  where  it  would 
have  a better  operating  radius.  Yftien  I was  before  the  City  Council  Comnittee 
on  Appropriations  recently,  I was  asked  if  any  study  had  been  made  concerning 
the  location  of  Houses  in  the  Fire  Department  vrith  due  consideration  for  tlic 
present  needs  of  tlie  City.  I assured  the  Committee  on  Appropriations  that  a 
pref'J  ndnary  study  had  been  made  by  a committee  appointed  by  me  and  tha.t  recom- 
mendations had  been  made  to  relocate  certain  border  houses.  These  recommenda- 
tions dad  my  approval  but  no  changes  have  been  made  because  of  present  financial 
c^i'itions.  Engine  Co.  16  was  one  of  tlie  companies  considered.  It  isa  so-called 
company,  but  is  too  valuable  to  discontinue.  V/hen  financial  com.Utions 
pci~:iit,  I would  recommend  that  Engine  16  and  Ladder  6 be  moved  to  a batter 
location. 
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APPENDIX  B 

BUREAU «S  REPLY  TO  THE  FIRE  COMMISSIONER'S  REPORT 


Boston  Municipal  Research  Bureau 
One  Court  Street.  Boston^  Mass. 


July  17,  1934. 

Honorable  Frederick  7/.  Mansfield, 

Mayor  of  the  City  of  Boston, 

City  Hall, 

Boston,  Mass. 

Dear  Mayor  Mansfield; 

In  a communication  dated  June  30  and  made  public  July  13,  the  Fire  Com- 
missioner of  Boston  advised  against  favorable  action  on  the  Bureau's  recommenda- 
tions that  six  fire  companies  be  eliminated,  and  that  other  changes  be  made 
which  T/ould  effect  economies  of  $160,000  annually. 

Tlie  Bureau  is  in  hearty  accord  with  the  Commissioner's  suggestion  that 
further  surveys  of  the  Fire  Department  should  be  made.  We  believe  that  addition- 
al examination  of  departmental  operations  should  reveal  opportunities  for  further 
economies  without  sacrificing  fully  adequate  protection.  We  are  of  course  ready 
at  all  times  to  have  the  Bureau's  present  recommendations  submitted  to  expert 
scrutiny. 

The  Commissioner  repeatedly  states  that  Boston  conditions  are  unique 
and  hence  the  usual  standards  of  the  National  Board  of  Fire  Underwriters  cannot 
be  applied.  The  Bureau  submits  that  any  validity  vhich  this  point  may  have 
would  hold  mainly  with  respect  to  the  crowded  dovmtown  region.  Only  a small 
proportion  of  the  areas  of  standard  coverage  of  tlie  companies  lihose  elimination 
is  recommended,  lies  y/ithin  the  region  of  worst  congestion.  Moreover,  careful 
Bureau  analyses  on  the  basis  of  the  best  standards  available  show  that,  after 
eliminating  the  six  companies,  the  areas  involved  would  still  have  from  one- 
to  eight- fold  protection  from  remaining,  nearby  companies.  The  Commissioner 
docs  not  go  into  this  vital  consideration. 

Some  questions  have  been  raised  as  to  the  accuracy  of  the  Bureau's  re- 
port and  certain  arguments  presented  which  require  ansv/er.  These  matters  arc 
discussed  briefly  below: 

1.  The  Commissioner  is  in  error  in  his  supposition  that  tlie  Bureau 
collected  its  comparative  information  by  mail  from  other  cities.  Tie  sources 
of  all  such  data  are  given  in  the  report  (foot  of  page  6). 

2.  The  Bureau  report  did  not  err  in  its  tabulation  of  tlie  areas  of 
Boston  and  of  the  other  twelve  American  cities  which  it  quoted  from  U.S.  Census 
reports.  Those  land  areas  exclude  ponds  and  water  courses. 

3.  The  Commissioner  attacks  the  validi-iy  of  the  figures  showing  high 
local  fire  costs  and  personnel;  it  is  hardly  logicr^o.  for  him  to  use  the  same 
figures  in  comparing  operating  costs  per  fireman  in  Boston  and  two  other  cities. 
The  latter  comparison  is  irrelevant. 
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4.  The  Coinnissioner  objects  to  the  comparison  of  Boston  T>-ith  Los 
Angeles  because  of  the  latter's  low  density  of  population.  The  Biarcau  compar- 
ed Boston  v;ith  all  other  twelve  cities  over  500,000  in  pox)ulation,  on  the  three 
bases  of  area,  population,  and  property  valuation.  On  every  test,  Boston  was 
far  out  of  lino. 

5.  The  Commissioner  states  that  "it  is  gratifyj.ng  to  note  that  tliere 
is  very  little  difference  (between  cities)  in  the  ratio  on  the  basis  of  valua- 
tion." Here  again  the  Comnissioncr  uses  figioros  tlic  validity  of  VTiriich  he  had 
previously  questioned.  Actually  Boston  costs  are  47^  above  the  average  on  this 
basis,  or  the  equivalent  normally  of  about  $1,500,000  per  year. 

6.  The  Bureau  report  did  not  state  "that  fire  apparatus  attains  a 
speed  of  30  miles  an  hour"  (sec  page  7).  The  Coimoissioner ' s estimate  of  15 
miles  per  houi’  in  congested  sections  is  oqxiiv>alcnt  to  two  minutes  of  travel 
time  for  fire  apparatus  operating  over  tlio  hilf  mile  radius  recommended  by  the 
National  Board  for  "high  value"  districts.  To  the  extent  that  fires  arc  scat- 
tered over  the  #iole  area,  rather  than  at  the  outer  limit,  the  time  factor 
would  be  decreased  accordingly, 

7.  The  Commissioner  incorrectly  implies  that  the  Bureau  report  depends 
on  the  expectation  of  aid  from  outside  cities  in  case  of  conflagration.  The  re- 
port stated  (page  II) : 

"The  proposed  station  closings  and  company  eliminations  have  little 
bearing  on  available  protection  in  case  of  conflagration.  In  that  event 
the  important  consideration  is  the  adequacy  of  the  City's  complete  fire- 
fighting facilities,  if  necessary  including  off-shift  man  power  and 
reserve  equipment. . . . . " 

A closing  sentence  gave  as  an  additional  factor  the  large  number  of 
companies  in  outlying  cities  which  would  probably  be  made  available  if  Boston 
v:erc  in  the  tliroes  of  so  tremendous  a conflagration  tliat  it  v/oiild  need  help  in 
addition  to  its  84  companies.  Under  such  conditions  some  cities  would  probably 
be  willing  to  render  aid  for  the  simple  reason  that  their  ov.ai  existence  might 
be  threatened. 


8.  The  construction  of  new  station  houses  would  be  financially  jus- 
tified at  this  time  only  if,  as  undoubtedly  would  bo  true  in  various  instances, 
more  central  locations  made  possible  company  eliminations  viiich  would  compensate 
for  the  construction  exf'enditures  involved. 

The  Research  Bureau  repeats  its  opinion  that  a reduction  in  high 
local  fire-fighting  costs  can  be  secured  without  sacrificing  adequate  protection. 
It  believes  that  impartial,  critical  examination  of  its  recent  report  will  sup- 
port that  opinion. 

Very  ti-uly  yours, 

(signed)  H.  C.  Loefflcr, 


Secretary 
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APPENDIX  C 

FINANCE  COMMISSION’S  RECOmENDATION  FOR  A NATIONAL  BOARD  SURVEY 


Finance  Commission, 

24  School  Street.  Boston. 


Hon.  Frederick  W,  Mansfield,  Mayor, 
Sir: 


August  8,  1934. 


The  Finance  Commission  desires  to  place  before  Your  Honor  the  conclusion 
the  Commission  has  nov/  reached  as  a result  of  (l)  the  conference  held  with  Fire 
Department  officials  a few  weeks  ago  on  the  possible  savings  in  the  matter  of 
providing  fire  protection  for  the  City,  (2)  a preliminary  review  of  suggestions 
made  to  the  Fire  Department  or  to  the  Mayor  in  recent  years  in  regard  to  the 
same  subject. 

The  latter  reviov;  included  sevoral  conferences  and  some  correspondence  with 
agencies  vitally  interested  in  the  conduct  of  the  Fire  Department,  particularly, 
or  the  general  financial  welfare  of  the  City.  The  most  striking  revelation  of 
this  studj''  so  far  is  the  wide  difference  of  opinion  that  exists  between  the 
fire  officials  on  the  one  hand  and  the  representatives  of  the  other  agencj.es 
on  the  other. 


The  Fire  Department  officials  stated  to  the  Finance  Commission  in  positive 
language  that  there  is  no  possibility  of  reducing  the  number  of  stations,  the 
number  of  pieces  of  equipment,  or  the  number  of  men  in  the  fire  fighting  force 
v/ithout  re-location  of  fire  stations  in  many  parts  of  the  city.  Further  they 
feel  the  need  of  more  stations,  companies  and  men,  particularly  in  residential 
sections  and  complained  that  some  stations  arc  under-manned. 

On  the  other  hand,  more  than  one  of  the  outside  agencies,  .all  of  which  have 
devoted  much  time  and  attention  to  the  subject,  have  expressed  a belief  in  the 
possibility  of  savings,  some  of  larger  amount  than  others.  The  Commission  re- 
cognizes that  there  are  fire  protection  experts  on  both  sides  of  Uie  controversy. 
The  Fire  Department  has  mary  men  of  such  generally  recognized  capacity  that  their 
opinions  cannot  be  lightly  brushed  aside.  Among  the  other  agencies  are  men  of 
equally  expert  ability.  The  former  base  their  opinions  on  tlic  actuol  experiences 
of  the  Department  in  fighting  fires  in  Boston  in  the  past.  However,  rJ.l  of  then 
have  taken  part  in  the  development  of  the  Department  as  it  is  now  organized. 
Naturally,  therefore,  they  might  be  expected  to  believe  (l)  ttiat  it  is  necessary 
to  maintain  it  as  it  now  exists,  (2)  that  if  a change  is  now  necessary  or  prac- 
ticable, it  is  to  increase  the  present  organization  rather  than  to  decrease  it. 

The  experts  among  the  otiier  agencies  mentioned  arc  men  who  have  closely 
observed  not  only  the  Boston  situation  but  the  situation  in  other  cities  as  well. 
They  v;ould  be  likely  to  profit  more  from  the  experiences  of  many  cities  of  more 
or  less  similar  conditions  than  would  the  experts  adtliin  the  Boston  Fire  Depart- 
ment. The  latter  are  occupied  for  tlie  most  part  of  their  tine  in  administering 
the  Boston  Fire  Department  alone  and  have  infrequent  opportunity  to  study  con- 
ditions and  methods  of  meeting  them  in  other  cities.  The  experts  of  the  agen- 
cies give  their  whole  tine  to  study  of  conditions  and  methods  of  meeting  them 
in  all  the  cities  of  the  country. 
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It  is  obvious  therefore  that,  with  the  experts  thus  divided  on  what  is 
actually  necessary  for  Boston's  fire  protection,  no  one  but  exports  will  be 
able  to  determine  ;.hich  group  is  correct. 

The  idea  that  there  is  opportunity  to  revise  the  fire  fighting  organization 
of  the  City  is  not  of  recent  arigin.  The  present  general  arrangement  of  com- 
panies is  of  very  long  standing  and  goes  back  to  the  days  before  the  automobile 
came  into  general  use.  The  Department  became  completely  notorized  in  1923. 

Since  that  time  the  Finance  Commission  has  questioned  on  frequent  occasions 
whether  or  not  the  Department  v;as  taking  full  advantage  of  the  opportunity  to 
increase  areas  of  coverage  per  company  resulting  from  the  substitution  of  motor 
apparatus  for  horse-drawn  apparatus,  the  most  recent  occasion  being  in  the  Com- 
mission's budget  report  on  the  Fire  Department  in  1933. 

The  Finance  Commission,  though  believing  strongly  in  the  existence  of  the 
opportunity,  has  always  recognized  tliat  it  was  the  province  of  experts  to  deter- 
mine how  advantage  could  be  taken  of  it.  The  Commission  has  no  fire  fighting 
experts  within  its  organization  and  believed  that  inasmuch  as  the  City  is  train- 
ing exports  at  City  ex^^ense,  those  experts  should  function  sc  as  to  obtain  the 
greatest  efficiency  at  the  least  cost. 

The  Commission  does  not  desire  to  question  the  good  faith  of  these  ex- 
perts; but  it  has  noted  that  when  they  replied  to  criticisms,  their  replies 
always  involved  resistance  to  suggestions  of  savings.  An  illustration  of  this 
practice  may  be  seen  in  the  reply  of  June  30,  1934,  vThich  the  Fire  Commissioner 
made  to  Your  Honor  to  the  report  by  the  Boston  Municipal  Research  Bureau  entitl- 
ed "Reducing  Boston' s Fire  Department  Costs  by  the  Elimination  of  Four  Engine 
Companies  and  Two  Ladder  Companies."  Mai^y  times  it  has  also  been  noted  that 
the  Department  officials  avoided  taking  issue  when  suggestion  for  reduction 
was  made. 

To  decide  finally  the  question  whether  the  Fire  Department  may  be  effici- 
ently maintained  at  less  cost  will  require  a complete  study  by  a gro^p  of  experts 
and  undoubtedly  will  cost  more  than  the  Finance  Commission  believes  it  can  spare 
from  its  limited  funds. 

There  is,  however,  a way  by  which  a study  can  be  made  by  experts  with  a 
saving  of  time  and  money.  The  National  Board  of  Fire  Underwriters  is  organized 
to-  study  Idle  fire  hazards  and  the  fire  protection  of  all  municipalities  in  "the 
country.  It  has  on  its  staff  fire  engineers  v/ho  know  intimately  the  condi- 
tions in  every  municipality  in  which  fire  insurance  is  written.  The  insurance 
rates  are  based  on  the  findings  of  these  engineers.  This  situation  obtains  in 
Boston.  In  fact,  the  engineers  of  the  National  Board  have  made  many  reports  on 
the  Boston  situation,  the  most  recent  one  being  dated  March  15,  1934.  Inasmuch 
as  the  rates  for  fire  insurance  .charged  in  Boston  arc  based  to  a large  extent 
on  what  these  engineers  deci-de  is  the  fire  risk,  it  may  be  safely  assi:iined  that 
if  tliis  organization  reports  that  the  Fire  Dep-artment  can  be  reduced,  an  in- 
crease in  rates  will  not  necessarily  follow  such  reduction. 

Ihe  Commission  has  been  informed  that  it  is  possible  to  obtain  the  services 
of  the  National  Board  without  expense  to  make  such  a study  as  the  Commission  now 
believes  is  necessary  to  determine  whether  or  not  local  fire  officials  are  right 
in  their  contention  that  there  is  no  possibility  of  saving  other  than  as  stated 
above.  The  National  Board  is  naturally  willing  to  make  such  a study  only  if 
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assured  of  the  active  cooperation  of  all  the  officials  involved.  To  meet  their 
vieiiTS,  tlie  Coainission  suggests  that  Your  Honor  join  with  the  Finance  Coramission 
in  requesting  tiie  National  Board  of  Fire  Unde27vrritors  to  make  the  study  and  to 
request  that  the  Board  report  at  its  convenience  to  Your  Honor  and  the  Finance 
Commission  jointly. 


RQsp^ctf^llly  submitted, 

(signed)  Joseph  J.  Leonard,  Chairman, 
Joseph  A.  Sheehan, 

Joseph  Joyce  Donaliue, 

Charles  M.  Storey, 

THE  FINANCE  COMIISSION. 


C/SCE 


-XIII- 


APPENDIX  D 

REQUEST  BY  THE  MAYOR  FOR  A NATIONAL  BOARD  SURVEY 


The  Finance  Commission  of  the  City  of  Boston 
24  School  Street,  Boston.  Mass. 


August  21,  1954. 


National  Board  of  Fire  Unden»riters, 

John  Street, 

New  York  City, 

Gentlemen; 

The  Finance  Commission  of  the  City  of  Boston  has  undertalcen  to 
assist  the  Mayor  of  Boston  to  determine  whether  or  not  the  Fire  Department  of 
the  City  can  provide  adequate  fire  protection  at  less  cost  than  is  now  neces- 
sary to  maintain  the  Department. 

Recognizing  the  expertness  of  your  organization  in  such  matters, 
the  Commission  has  recommended  to  His  Honor  Mayor  Mansfield  that  he  join 
with  the  Finance  Commission  in  requesting  your  organization  to  make  a special 
study  of  the  Boston  Fire  Department  and  the  local  conditions  with  respect 
to  fire  hazards,  and  report  to  the  Mayor  and  the  Finance  Commission  jointly 
\*at,  if  any,  changes  might  be  made  that  would  permit  savings  in  the  cost  of 
providing  fire  protection  without  causing  an  advance  in  the  insurance  rates. 

The  Finance  Commission  has  been  advised  by  the  Boston  affiliates 
of  your  organization  that  such  a study  would  be  made  without  cost  to  the 
City. 


Mayor  Mansfield  joins  vdth  the  members  of  the  Finance  Commission 
in  signing  this  request  and  like  the  Finance  Commission,  pledges  his  coopera- 
tion and  whatever  assistance  is  necessary  to  insure  a speedy  and  comprehensive 
study  of  the  Fire  Department. 

You  are  requested  to  make  your  report  to  the  Mayor  and  the  Finance 
Commission  jointly. 

Yours  truly, 

(signed)  Frederick  W.  Mansfield, 

Mayor  of  Boston, 

(signed)  Joseph  J.  Leonard,  Chairman, 

Joseph  A.  Sheehan, 

Joseph  Joyce  Donahue, 

THE  FINANCE  COMMISSION 
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AFPENDIX  E 

TENTATIVE  BUREAU  SUGGESTIONS  OF  8-24-54  IX3R  ELIMINATING  EXCESS  PERSONNEL 


Boston  Municirial  Research  Bureau 
One  Court  Street, 

Boston^  Mass. 


August  24,  1934. 


Honorable  Frederick  W.  Mansfield, 

Mayor  of  the  City  of  Boston, 

City  Hall, 

Boston,  Mass. 

Dear  Mayor  Mansfield: 

On  June  2 the  Bureau  recoimaended  that  six  of  Boston' s fire  compan- 
ies be  eliminated,  and  tliat  four  stations  be  closed,  thereby  saving  about 
$160,000  annually.  I understand  that  you  are  submitting  these  recommenda- 
tions to  the  National  Board  of  Fire  Underv/riters  for  survey  and  report. 

In  recent  months  some  time  has  been  devoted  by  the  Bureau  staff  to 
the  separate  question  of  the  overmanning  of  Boston' s present  fire  companies 
under  the  standards  of  the  National  Board.  That  study  is  by  no  means  com- 
plete but,  as  you  will  see  from  the  attached  sheets,  already  involves  fur- 
thur  economies  of  about  $200,000  annually. 

Even  though  the  latter  findings  are  only  in  tontotive  form,  would 
you  not  believe  it  advisable  to  submit  them  also  to  the  scrutiny  of  the 
National  Board  at  the  same  time  as  our  earlier  report  is  being  studied? 

Respectfully  yours, 

• (signed)  H.  C.  Loeffler, 

HCL:AE0  Secretary 

Enclosure 


Copy  sent  to  the  Boston  Finance  Commission 
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SUGGESTIONS  FOR  REDUCING  BOSTON »S  FIRE  DEPARTMENT  COSTS 
BY  THE  ELIMINATION  OF  EXCESS  PERSONNEL 


The  total  niimber  of  employees  in  tlie  Boston  Fire  Department  on  February 
13,  1934  was  1,670  according  to  the  Department’s  Morning  Report  of  that  date. 
Assigament  of  personnel,  disregarding  details  from  one  group  to  anotlier,  was  as 
follows: 


Men 

Men 

Assigned 

Assigned 

Engine  Companies  (excl.  fire- 

Total  Fire  Force  (carried 

boats) 

744 

forward) 

1,409 

Fire  Boats 

57 

Maintenance  Di’vision 

127 

Ladder  Companies 

451 

Fire  Alarm  Division 

56 

Rescue  Companies 

37 

Wire  Division 

43 

Tower  Companies 

14 

Fire  Prevention,  Ci’vilian 

1,303 

Force 

7 

High  Pressure  Stations 

14 

Headquarters 

28 

Fire  Prevention,  Uniformed  Force 

59 

TOTAL  DEPARTMENT  PERSONNEL 

1,670 

Chief’s  Headquarters 

1 

Deputy  and  District  Chiefs 

32 

1,409 

Overmanning  of  Fire  Companies.  The  standards  for  company  manning  as 
established  by  tlie  National  Board  of  Fire  Underwriters^'’,  are  applied  below  ’bo 
Bos’bon’s  fire  companies: 


Number  and  Type  Standard  Force  Per  Company 

of  Companies  Per  Shif’b^  Per  Two  Shifts 

Total  Men 
Reauirod 

50  Engine  Companies: 

25  High  Value 

7 

14 

350 

25  Other 

5 

10 

250 

3 Fire  Boats: 

1 Fire  Boat 

8 

16 

16 

2 Fire  Boats 

9 

18 

36 

31  Ladder  Companies: 

16  High  Value 

7 

14 

224 

15  0-thor 

6 

12 

180 

3 Tov/er  Companies 

2 

4 

12 

1,068 

Add  chiefs'  drivers  . 

TOTAL  FORCE  REQUIRED. 

. 1,106 

Plus  10^  for  sickness. 

vacations,  etc..  .... 
TOTUi 

The  number  of  men  assigned  to  engine,  fire  boat,  ladder,  rescue  and 
tower  comijanies  on  February  13,  1934  was  1,303.  Tlie  37  men  assigned  to  rescue 


* "Standard  Schedule  for  Grading  Cities  and  To\ms  of  ’the  United  States.” 
**  Average  of  daytime  and  night  time. 
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companios  are  included  in  this  figure  since  under  the  National  Board  standards 
such  personnel  may  in  effect  bo  counted  toward  the  strength  of  the  various  com- 
panies served. 

It  is  thus  apparent  tliat,  with  1,216  men  required  for  Ihe  fire  com- 
panies and  witli  1,303  asF.igned  on  tiie  date  indicated,  an  excess  of  about  87  men 
• existed  over  the  standards  of  the  National  Board.  It  should  be  stressed  that 
tills  is  true  after  a liberal  10^  allowance  for  vacations,  sickness,  and  other 
temporary  absences  from  the  force,  and  that  this  excess  exists  witliout  taking 
into  account  the  present  excessive  number  of  companies,  the  elimination  of  six 
of  which  was  recommended  by  tlie  Bureau  on  June  2,  1934. 

Deruty  Chiefs.  At  the  present  tino  the  City  is  divided  into  three 
major  divisions  for  fire  fighting  purposes  each  under  the  supervision  of  a deputy 
chief,  provided  vath  a driver.  In  the  light  of  ex^iericncc  in  other  large  cities 
and  eSijecially  in  view  of  a recommendation  made  below  for  a reduction  in  the 
number  of  districts,  the  number  of  divisions  should  be  reduced  from  three  to 
two,  thus  eliminating  tv;o  deputy  chiefs  and  two  drivers.  Such  a change  should 
bo  beneficial  to  the  department  in  further  simplifying  its  administrative  and 
supervisory  structure.  In  case  of  temporary  absence  of  one  of  tiie  deputy  chiefs, 
a district  chief  could  be  assigned  temporarily  to  his  position. 

If  even  more  conservative  practice  is  followed,  an  additional  deputy 
chief  could  be  provided  beyond  tiie  four  allotted  above  to  the  two  divisions. 

This  additional  deputy  chief  coiiLd  then  substitute  in  case  of  temporary  absence 
of  other  deputy  chiefs;  moreover  one  of  the  deputy  chiefs  could  serve  as  chief 
of  the  department  in  case  of  the  latter’s  absence.  This  arrangement  would  elim- 
inate one  deputy  chief  and  tv/o  drivers. 

The  unnecessary  position  of  assistant  chief,  which  is  now  vacant,  should 
not  be  filled  under  either  arrangement. 

•District  Chiefs.  At  the  present  time  the  Cily  is  divided  into  fifteen 
districts,  under  the  supervision  of  thirty  district  chiefs,  supplied  with  drivers. 
The  number  of  companies  per  district  in  Boston,  taking  local  conditions  into  ac- 
count, is  excessive  vdien  compared  with  the  National  Bo''j*d  stmidjird  and  the  prac- 
tice elsoT/here,  Districts  should  be  immediately  reduced  to  twelve,  and  study 
should  be  given  to  further  reduction  below  this  very  conservative  figure. 

The  foregoing  would  reduce  the  present  force  by  six  .district  ediiefs  and 
six  drivers.  Other  benefits  would  also  flow  from  the  simplification  of  adminis- 
trative and  supervisory  structure  of  the  department.  With  the  present  surplus 
of  officers  in  the  Department  it  v/ould  appear  unnecessary  to  provide  for  sub- 
stitute district  chiefs  for  vacations,  illness,  and  other  temporaiy  absences. 

Even  if  two  were  provided  for  the  purpose,  however,  the  reduction  of  districts 
as  outlined  would  eliminate  the  positions  of  foiir  district  chiefs  and  six  drivers. 

Water  Tower  Con-pejoies.  At  the  present  time  tlie  City  has  tliree  water 
towers  in  service  and  one  in  reserve.  Duo  to  the  age  of  the  equipment,  two  men 
arc  required  for  operation  rather  than  the  one  necessary  on  modern  apparatus. 

The  towers  v/ere  put  in  service  in  1890,  1903,  and  1912.  There  is  no  apparent 
need  for  having  more  than  two  towers  in  service,  particularly  if  use  is  made  of 
ladder  pipes  in  some  of  the  companies.  The  third  tower  could  bo  placed  in  re- 
serve and  manned  by  the  off-shift,  should  the  need  for  it  ever  arise.  An 


‘i 


•V 


, i - -\ 

•iT/'  '■.  '•  ' --’'T  I- 

, iS  f::-  O-'SXf  11  v,!!.'!!  . 


^Af 


:.  J..; 


/A : 


b* » r 


it ' 


vt 


n ?s-: 


-XVII- 


alternative  arrangement  would  be  to  have  this  tower  respond  only  on  second  or 
greater  alarms,  manned  by  a detail  from  headquarters  or  the  maintenance  shop. 

The  saving  thus  effected,  beyond  cutting  the  present  tower  forces  to  the  standard 
per  shift,  would  be  foiir  positions. 

In  addition,  the  present  practice  of  assigning  lieutenants  to  tower 
companies,  viiiatever  their  use  for  detail  purposes,  should  bo  discontinued.  No 
justification  exists  for  placing  a lieutenant  in  charge  of  one  or  two  privates. 
Any  necessary  supervision  on  the  few  occasions  vdien  the  apparatus  is  actually 
used  can  be  supplied  by  the  officer  in  charge  at  a fire  or  another  designated 
by  him. 


Fire-Fighting  Force.  Summary.  Boston's  fire  companies  as  of  February, 
1934  7/ere  overmanned  with  respect  to  the  standards  of  the  National  Board  of  Fire 
UnderTTTiters,  by  about  eighty-seven  men.  Reduction  of  the  number  of  divisions 
from  three  to  two,  and  the  niamber  of  districts  from  fifteen  to  tv/elve  will  con- 
servatively increase  that  excess  of  personnel  by  at  least  thirteen  men.  Placing 
one  water  tower  in  reserve  would  eliminate  the  need  for  four  additional  men. 

In  all,  an  overmanning  of  at  least  one  hundred  employees  is  indicated. 

Elimination  of  this  excess  personnel  would  reduce  the  Department's  pay- 
roll by  approximately  $200,000  - the  amount  varying  slightly  according  to  the 
method  of  elimination  used  and  the  salary  ranks  affected.  This  assumes  proper 
adjustment  of  the  number  of  officers  to  the  needs  of  the  Department. 

It  is  urged  that  any  elimination  of  personnel  be  accomplished  by  the 
following  methods:  (l)  Utilization  to  the  fullest  possible  extent  of  retirement 
for  superannuation,  particularly  by  lowering  the  ages  of  retirement,  (2)  Weeding 
out  physical  incompetents  by  a series  of  rigid  physical  examinations j and  (3) 
Discharge  of  employees  last  appointed  if  the  foregoing  methods  prove  insufficient 
to  accomplish  the  reduction  desired,  Ilie  Department  should  be  improved,  rather 
than  harmed,  by  reductions  in  personnel  based  on  the  first  two  methods  given. 

Maintenance  Division.  The  Maintenance  Division  of  ilie  Department  with 
a personnel  of  approximately  127  employees  repairs  fire  apparatus,  makes  some  re- 
pairs in  fire  buildings,  has  charge  of  the  maintenance  of  tt/o  high  pressure  sta- 
tions, makes  fire  ladders,  and  maintains  the  Department  garage. 

While  it  has  not  been  feasible  to  study  the  matter  intensively,  the 
personnel  of  the  Division  appears  greatly  excessive,  and  far  out  of  line  7;ith 
ttiat  of  other  cities.  It  is  probable  that  a study  of  its  organization  and  opera  - 
tions would  develop  opportunties  for  eliminating  half  of  the  personnel  vrithout 
curtailing  the  effectiveness  of  the  Division, 

The  reductions  suggested  above  for  Boston's  fire  companies  in  no  way 
violate  the  standards  of  the  National  Board  of  Fire  Undervnriters.  With  these 
changes,  Boston's  fire  forces  v.-oiild  still  be  more  heavily  manned  than  those  of 
most  of  the  other  large  cities  of  the  Nation.  In  the  event,  by  no  means  improb--!. 
able,  that  the  City  faces  a serious  budget  crisifi  in  1935,  consideration  may 
be  forced  of  greater  reductions  than  those  indie  .-.tod. 

Further  reduction  v/ould  not  necessarily  leave  the  City  vdthout  adequate 
protection.  Boston  is  generously  supplied  vdth  reserve  equipment  \diich  can  be 
manned  by  off-shift  personnel  in  case  of  conflagration,  a potential  additional 
man  power  of  about  700  men. 


August  24,  1934 


i ■■ 


■'.  ’ iftftV  , .■ 

' /'.-’.ft.' 

,rv-fi  AM 

: 

. . - ' ■ I 

,j  .'  J 

ft  , • 

• • ■' 

; ,<  r,  -Ay- 

.tsfiisix 

;®0'".'-^:d  ^ eii-ik?  aj^frue  i.itt 

. f "v-  ^',/cA  nroq 


■■  ■..  .'  V'  a.,  v?5  ; .V."  . '!.“.  ■ . . 

■'I-;.:'-.  . .l-v:'i'  'TA-'  --  •■v.'r.i.','  • 

-'  ’ ;■  ■,  :u::iq  'tn;  ^ ■;(■■.:•  :;  ' ir-S#|, 

,r.  . v-'r  -rfi  -fft:  rso V"""  ~ 


i 


:* 


. ,:X,  TvV,  • • 

,<  vqr  ■•>: 

-.'?•  , r'-, :•-  ’ i-:.  . ;; 


• • •*  ' J . • 


s v:' ' 


->v.i.*  ...* 

'I.--  :•; 


r .ft  ' • 


J. 


!.  J 


■ •;  • r 
■ • ■ >. 


X. 


•!  • 


L' 


■j 


: ■ 


■ • 


:'Xj  . 


( f 


c 


••  - • . j .i  ,..■, 


: ■ J . ..i 


■ft  •■  ■ ..  i..,,;  ft, 

• ■ - •■  '-"i- 

■••  ••  < 
} ■ 

■■;•  :■■;  • •.  .1/; 

■■■  c . .3-:i  . 


fft 

5 


. i 


-<  ,..y. 

i.  } 


AA-VX 

r-  r_  < ; r: 


5^ 

iim 


-XVIII- 


APPENDIX  F 

REPORT  OF  THE  NATIONAL  BOARD  OF  FIRE  UNDERy/RITERS 


The  National  Board  of  Fire  Under\?riters 
65  John  Street,  Nev/  York 


Novcnber  2,  1934, 

Hon.  Frederick  W.  Mansfield,  Mayor,  and 
The  Finance  Conmission  of  the 
City  of  Boston,  Massachusetts. 

Gentlemen: 


In  response  to  your  request  of  August  21,  we  undertook  a special  survey 
of  the  fire  department  and  the  general  fire  protection  conditions  in  the  City  of 
Boston,  We  considered  also  a report  issued  in  June,  1934  by  the  Boston  Municipal 
Research  Bureau. 

That  report  bases  its  findings  largely  on  a comparison  with  conditions 
in  other  large  cities  and  on  that  section  of  the  Grading  Schedule  of  the  National 
Board  of  Fire  Underwriters  which  specifies  suitable  distribution  of  companies, v/hich 
section  is  primarily  concerned  with  having  one  company  within  a specified  running 
distance  of  any  point  in  the  city.  There  is  another  section  in  the  Schedule  vAiich 
reads  as  follows: 

"For  cities  having  a population  in  excess  of  200,000,  'the  number  of  engine 
or  hose  companies  depends  upon  distribution,  as  covered  by  Item  10,  and  on 
the  ability  to  handle  two  simultaneous  large  fires  without  leaving  all  other 
sections  of  the  city  unprotected." 

That  is,  companies  should  be  so  located  that  all  parts  of  the  city  will 
be  given  protection  and  further,  that  there  can  be  a concentration  of  companies 
vdth  relatively  short  runs  to  any  hi^  value  district  and  still  leave  o21  other 
parts  of  the  city  witli  nominal  protection. 

These  features  must  be  determined  from  an  actual  survey  of  the  city  in 
wtiich  consideration  is  given  to  the  class  of  occupancies,  values,  construction  and 
heights  of  buildings,  layout  of  streets,  location  and  congestion  of  manufacturing 
and  minor  mercantile  groups  and  the  general  topography  as  it  affects  the  concen- 
tration of  fire  apparatus  in  these  high  value  districts. 

Boston,  vfith  its  44  square  miles  of  territory,  is  extensively  developed. 
The  main  part  of  tiie  city  is  approximately  10  miles  long  and  from  1 to  5 miles 
wide,  bounded  on  two  sides  by  water;  the  high  value  mercantile  district  is  located 
near  the  north  end.  Beyond  it,  and  across  the  harbor  and  the  Charles  River,  arc 
East  Boston  and  Charlestown  connected  by  a tunnel  and  by  tv/o  bridges  respectively 
to  the  main  part  of  tlie  city.  Another  almost  detached  section  is  Brighton.  These 
three  sections  may  filmost  be  considered  as  separate  communities,  as  companies  with- 
drawn from  them  for  fires  in  other  parts  of  tlio  city  cannot  be  replaced  except  by 
companies  coning  long  distances  and  tlirough  sections  v/herc  traffic  is  congested 
and  progress  slov;.  It  therefore  follows  that  not  .dl  the  companies  in  these  three 
detached  sections  should  be  called  to  serious  fires  in  Boston  proper. 
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Streets  in  the  high  value  section  of  Boston  are  narrow,  winding  and  often 
congested.  Leading  to  this  area  are  only  a few  through  streets  from  other  parts 
of  the  city,  and  travel  across  the  city  is  slow,  vrfiich  increases  the  difficulty 
of  any  company  covering  a large  section  at  a time  when  many  companies  have  re- 
sponded to  a serious  fire.  The  highest  values  are  in  the  City  Proper  and  along 
the  water  front,  vrfiich  produces  a concentration  at  one  end  of  the  area  protected, 
and  necessitates  a preponderance  of  protective  equipment  in  and  near  that  section. 
Some  of  the  companies  in  the  outlying  area  are  5 to  8 miles  from  the  congested 
value  district  and  cannot  be  considered  as  readily  available  to  that  district. 

That  Boston  has  need  of  heavy  response  to  many  of  the  high  value  sections 
is  proven  by  past  experience.  Further  confirmation  is  obtained  by  a consideration 
of  the  values  involved,  and  the  potential  hazard  of  many  of  the  buildings.  Thou^ 
largely  concentrated  in  the  City  proper,  there  are  many  manufacturing  plants,  minor 
mercantile  districts  and  large  institutions  in  other  parts  of  the  cityj  in  East 
Boston  and  Charleston  especially  arc  located  many  solid  blocks  of  3-story  frame 
tenements,  in  Dorchester  and  other  sections  arc  large  areas  of  frame  3-deckers,  and 
there  are  many  4-  and  5-story  apartment  and  tenement  houses  of  ordinary  brick  con- 
struction located  between  Roxbury  and  Dorchester  and  the  congested  value  section. 
The  probability  of  serious  group  fires  is  groat  and  "the  need  of  adequate  protection 
is  apparent;  it  is  important  that  companies  be  concentrated  in  any  of  these  dis- 
tricts with  relatively  short  runs. 

Department  records  since  1929  show  that  Boston  has  had  an  average  of  69 
second,  15  third,  2 fourth  and  1 fifth  £ilarm  fires  yearly,  calling  from  6 to  10 
engine  and  3 or  4 ladder  companies  on  a second  alarm  and  18  to  26  engine  and  4 
to  6 ladder  companies  on  a fifth  alarm. 

The  data  in  the  folio .d.ng  table  for  8 of  the  23  simultaneous  multiple 
alarm  fires  which  have  occurred  in  the  past  8 years,  is  indicative  of  the  probabil- 
ity of  the  city's  protection  being  greatly  depleted.  These  figures,  however,  do 
not  tell  the  \iholc  story.  During  this  relatively  short  period  the  maximum  call 
for  apparatus  to  simultaneous  multiple  alarms  has  been  for  a 4th  and  a 3rd,  but 
in  all  of  these  cases  other  alarms,  for  fires  in  other  parts  of  the  city,  have  fur- 
ther reduced  the  number  of  companies  available  for  response,  and  this  to  such  a 
degree  that  aid  has  been  requested  from  other  municipalities. 

Engine  and  Ladder  Company  Response  to 
Some  of  the  Simultaneous  Multiple  Alarm  Fires 
During  the  Past  8 Years  and  CoraT»anies  Loft  in  Quarters 

Number  Alarms  No.  Companies  Responding  No.  Conranies  Left  in  Quarters^ 


2- 3rd 

24E, 

lOL 

34E, 

21L 

l-4th 

and 

l-3rd 

30E, 

IIL 

20E, 

20L 

l-4th 

and 

l-2nd 

28E, 

9L 

22E, 

22L 

3-2nd 

24E, 

12L 

32E, 

20L 

l-4th 

and 

l-8nd 

24E, 

lOL 

26E, 

21L 

2-2nd 

17E, 

8L 

34E, 

23L 

l-4th 

and 

l-2nd 

30E, 

9L 

22E, 

22L 

l-3rd 

and 

l-2nd 

22E, 

8L 

29E, 

23L 

*This  column  does  not  indicate  the  protection  available  at  all  times  dur- 
ing the  period  of  the  fires,  as  other  alarms  further  reduced  the  number  of  com- 
panies in  quarters.  On  July  4,  1930,  during  a 6th  alarm  fire  there  were  also  40 
box  and  29  still  alarms  received  for  oldier  fires,  and  at  times  Idle  number  of  com- 
panies in  quarters  was  reduced  to  10  engines  and  16  laddei‘s* 
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We  may  well  consider  earlier  fires  in  Boston,  such  as  that  in  the  Pope 
Manufacturing  plant  in  1896  when  a general  alarm  was  required;  or  the  occasion 
in  1910  v/hen  simultaneously  v/ith  a general  alarm  for  a lumber  fire  in  /Llbany 
Street,  a 4tli  alarm  was  sounded  for  a fire  which  destroyed  a large  plant  on  High 
Street;  to  aid  and  protect  the  city  during  this  time  sixteen  cities  sent  companies. 

VJithout  considering  the  probability  of  two  simultaneous  alarms  of 
greater  seriousness  than  those  shown  in  the  table,  there  are  certain  needs  v/hich 
must  bo  considered  in  a study  of  the  number  and  location  of  engine  companies: 

No  response  to  other  parts  of  the  city  should  ever  reduce  the  mamber  of 
engine  companies  below  two  in  each  of  tv;o  of  the  isolated  districts,  namely 
Charlestown  and  East  Boston,  and  below  one  in  Brighton. 

Those  conversant  with  conditions  in  Boston  have  ever  felt  the  need  of 
quick  response  of  ladder  trucks  in  all  parts  of  the  city,  to  reduce  the  life 
hazard  from  fire.  This  has  resialted  in  a proportionate^-  greater  number  of  ladder 
companies  than  in  other  cities. 

For  serious  fires,  for  which  multiple  alarms  are  sent,  ladder  companies 
are  not  in  great  demand,  as  indicated  by  a ratio  on  a 4th  alarm  of  21  engines  to 
6 ladders.  At  time  of  simultaneous  multiple  alarms,  tliere  is  a preponderant  pro- 
portion of  ladder  companies  (21  out  of  31)  still  in  equarters.  These  ladder  com- 
panies, while  capable  of  performing  their  normal  function  of  life  saving,  are  not 
equipped  to  operate  as  fire  extinguishing  unit. 

CONCLUSIONS 


The  need  of  fire  defense  in  a city  involves  two  considerations,  the  pre- 
vention of  property  damage  and  the  saving  of  life  or  personal  injury  from  fire. 

Both  of  these  require  qirickness  of  response,  in  order  to  reach  the  scene 
of  action  in  the  early  stages.  Tiiis  is  a function  involving  distribution  and 
location  of  companies,  A study  of  the  Bostvon  Fire  Department  indicates  that  some 
relocation  of  fire  stations  could  be  made  v;hich  would  give  equal  or  better  dis- 
tribution, and  which  would  permit  discontinuance  of  one  or  more  companies,  but 
this  will  involve  considerable  expenditure  for  new  stations  and  sites,  and  the 
economic  advantage  is  questionable  except  as  to  a new  station  near  the  entrance 
to  the  tunnel  to  East  Boston.  When  this  station  is  built  it  should  be  designed 
to  house  Engine  8 and  Ladder  1,  and  vdth  the  completion  of  -the  new  station  Ladder 
Company  31  in  East  Boston  may  be  discontinued. 

Prevention  of  property  damage  involves  not  only  protection  for  the  indiv- 
idual building,  but  of  even  greater  importance  the  prevention  of  sweeping  fires  or 
conflagrations  or  tlie  destruction  of  plants  affecting  the  economic  v/elfare  of  the 
city.  Such  protection  is  primarily  furnished  by  engine  companies,  and  manpower  tc 
handle  the  required  number  of  streams  is  essential.  The  probability  of  t'wo  or 
more  serious  fires  and  of  a multiplicity  of  additional  alarms,  when  vie7/ed  in  the 
light  of  topographic  conditions  and  congestion  of  values,  indicates  that  the  pre- 
sent n-umber  of  engine  companies  should  be  maintained  except  as  noted  in  the  next 
paragraph. 


Life  safety,  in  the  opinion  of  those  responsible  for  it,  requires  a 
large  number  of  ladder  companies,  as  qiickness  of  response  is  a vital  factor;  there- 
fore it  would  be  imv;ise  to  reduce  the  number  of  companies  equipped  to  render 
ladder  service.  However,  the  ladder  companies  left  in  quarters  are  in  preponder- 
ance at  time  of  simultaneous  multiple  alarm  fires,  and  -^e  men  assigned  to  some 
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of  them  might  ’.veil  be  equipped  so  that  they  can  extinguish  fire  as  \/ell  as  per- 
form ladder  work.  To  accomplish  this,  extra  pumping  engines  and  hose  could  be 
located  at  certain  existing  stations  with  provision  for  designated  ladder  compan- 
ies to  man  and  respond  with  this  equipment  and  their  ladder  equipment,  at  such 
times  as  the  territory  is  left  unprotected  because  of  the  demands  of  multiple 
alarms.  The  provision  of  additional  engine  equipjment  on  the  above  basis  in 
four  stations  would  permit  the  discontinuance  of  two  of  the  existing  engine 
companies. 


Another  function  which  some  of  the  ladder  companies  might  well  perform 
is  that  now  cared  for  by  the  rescue  companies.  If  a suitable  number  of  the 
ladder  companies  arc  properly  equipped  and  trained  they  wall  be  able  to  render 
at  least  as  good  service  as  is  nowr  provided  by  the  separate  rescue  companies, 
vhich  may  then  be  discontinued. 

We  believe  that  the  principles  set  forth  above  are  sound,  and  that  they 
suggest  means  thereby  adequate  protection  can  be  furnished  at  less  cost  than  at 
present.  After  you  have  submitted  this  report  to  the  Fire  Commissioner  as  we 
presume  you  will  do,  and  he  has  had  opportunity  to  study  it,  we  shall  be  glad 
if  you  so  desire  to  come  to  Boston  for  further  conference. 

Yours  very  truly, 


(signed)  George  W.  Booth,  Chief  Engineer 
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APPENDIX  G 

FIRE  COMMISSIONER'S  LETTER  ON  THE  NATIONAL  BOARD  REPORT 

Hon.  Frederick  W.  Mansfield, 

Mayor  of  the  City  of  Boston. 

Dear  Sir:- 


I am  returning  herewith  a copy  of  a report  dated  November  2,  1934,  of  the 
National  Board  of  Fire  Underwriters  of  the  Boston  Fire  Department  and  general  fire 
protection  conditions  in  the  city  of  Boston. 

After  giving  this  report  careful  study  and  consideration,  I am  of  the 
opinion  that  it  is  most  favorable  to  the  present  fire  protection  facilities  offered 
by  the  City  of  Boston  to  its  citizens. 

It  appears  from  the  report  that  the  engineers  of  the  National  Board  of 
Fire  Underwriters,  in  addition  to  general  requirements  for  the  location  of  fire 
stations,  have  taken  into  consideration  the  topographical  conditions  idiich  are 
distinctly  peculiar  to  the  City  of  Boston.  Ihe  original  report  of  the  Municipal 
Research  Bureau  based  its  recommendations  on  a table  of  distances  which  possibly 
could  be  applied  where  cities  are  laid  out  on  a very  modern  scale,  but  the  re- 
port of  the  National  Board  of  Fire  Underwriters  bases  its  findings  on  a rule  ??hich 
states  that  the  nvimber  of  engine  or  hose  companies  depends  upon  distribution  and 
on  the  ability  to  handle  two  simultaneous  large  fires  without  leaving  all  other 
sections  of  the  city  unprotected. 

After  discussing  the  traffic  conditions,  the  general  layout  of  streets, 
the  location  and  congestion  of  manufacturing  and  mercantile  groups,  as  well  as  the 
fact  that  East  Boston,  Charlestown  and  Brighton  are  practically  isolated,  the 
report  of  the  National  Board  states: 

"That  Boston  has  need  of  heavy  response  to  many  of  the  high  value  sec- 
tions is  proven  by  past  experience.  Further  confirmation  is  obtained  by  a 
consideration  of  the  values  involved,  and  the  potential  hazard  of  many  of 
the  buildings.  Though  largely  concentrated  in  the  City  Proper,  there  arc 
many  manufacturing  plants,  minor  mercantile  districts  and  large  institutions 
in  other  parts  of  the  city;  in  East  Boston  and  Charlestown  especially  are 
located  many  solid  blocks  of  5-story  frame  tenements,  in  Dorchester  and 
other  sections  ore  large  areas  of  frame  3-deckers,  and  there  are  many  4- 
and  5-story  apartments  and  tenement  houses  of  ordinary  brick  construction 
located  between  Roxbury  and  Dorchester  and  tlic  congested  value  section.  The 
probability  of  serious  group  fires  is  great  and  the  need  of  adequate  protec- 
tion is  apparent;  it  is  important  that  companies  be  concentrated  in  any  of 
these  districts  with  relatively  short  runs." 

The  report  of  the  National  Board  has  made  certain  general  recommendations 
which  are,  no  doubt,  based  on  the  experience  of  their  engineers  in  the  study  of 
general  fire  protection  conditions  throughout  the  country.  These  recommendations, 
such  as  the  erection  of  a new  fire  station  near  the  Boston  entrance  to  the  Sumner 
Tunnel,  the  relocation  of  other  fire  stations  and  the  addition  of  a certain  amount 
of  equipment,  will  require  the  expenditure  of  a considerable  amount  of  money  and 
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